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EXECUTIVE SUMMARY

The Education Specialist (GS/GM-1710) occupational series is one of the
largest civilian professional communities in the Naval Education and Training
Command (NAVEDTRACOM). Current Equal Employment Opportunity (EEO) data indi-
cate that women and minority ethnic groups are underrepresented at all levels
within this community. The purpose of this study, undertaken at the request
of the Navy's senior education specialist, was to design a program to enhance
conditions that will encourage Navy managers to recruit, hire, develop, and
promote women and minorities.

Recommendations for program design are predicated on information obtained
in three major areas of concern. First, command policies affecting EEQO and
Affirmative Action programs at all levels were reviewed to affirm desired
EEO objectives and to identify the boundaries in which the proposed plan
would operate. Second, the current status of EEO representation within the
NAVEDTRACOM GS/GM-1710 community, as well as related commands and occupational
series, was ascertained to provide a starting point for plan design. Finally,
barriers to achieving EEQ objectives were identified or clarified and their
impact on program design options was assessed. ’

The review of policy suggests that sufficient guidance for program
enhancement exists within current EEO/Affirmative Action Program directives.
Education specialists within NAVEDTRACOM are part of individual commands or
activities distributed throughout the Navy and are subject to Navy policy
through these commands or activities.

Available data demonstrate that women and minority group members are
underrepresented within the NAVEDTRACOM 1710 community, particularly at senior
grade levels GS/GM 13-15; underrepresentation is proportionally higher among
m..ority groups. Of particular interest to design recommendations were data
that showed most men in 1710 and related occupational series have a military
background while most women do not. Also, men are both older and have more
time in service than women. Among minority group members, only Blacks showed
a majority with nonmilitary backgrounds; similarly, Blacks were the youngest
of all minority groups. Among special groups, data show that graduates of
the CNET Education Specialist Intern Program display higher percentages of
both women and minority group members than was found in the 1710 community
as a whole.

Barriers to EEQ program enhancement were identified, classified, and
consolidated to produce six major problem areas.

° Conflict between command/activity mission and EEQ goal attainment.
Many women and minority group members are perceived as less skilled
or experienced for 1710 assignments, and skill/experience is essen-
tial to mission success. Part of this perception may be traced to
a lack of previous military service. The root of this issue is
one of individual credibility and, as such, is best addressed
through specifically oriented recruiting and/or training programs.

.~ e S s e oo B . - TP PP |
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Decentralized Professional Community. The GS/GM-1710 community is
informally constituted, decentralized in organization, geographi-
cally dispersed, and constantly changing. These factors mitigate
against addressing EEQO concerns through this professional group;
the establishment of the necessary control mechanism would conflict
with current chains of command.

Lack of accountability for EEQ goal achievement. Although policy
documentation exists emphasizing EEQ goal achievement throughout
the Navy, there is currently no effective measure of its attainment
and no effective means for holding managers accountable for that
attainment.

Competing government policies. Achievement of EEQ goals is signif-
icantly hindered by unclear or conflicting policies/procedures
controlling EEQ programs and similar programs for other groups of
special interest. An example of this condition is the conflict
between employment assistance given to veterans by way of a 5- or
10-point preference and help given EEQO program applicants; normally,
women and minority group members are not able to compete success-
fully with men who have additional points under a socially useful
but conflicting program.

® Competition with other employers. For the most part people who
have become education specialists did not intend to do so when
they began their college education. Although competitive in salary,
GS/GM-1710 jobs have not traditionally been heavily advertised
where women and minorities could learn about them. This barrier
can be addressed by providing sufficient accurate information to
individuals early in careers; however, the diversity of job require-
ments, and the spread of jobs across the country, make such pub-
licity more difficult.

° Inefficient use of civilian personnel offices. This barrier
includes a wide assortment of specific concerns, all of which
reflect insufficient understanding by both sides of command or
activity needs and/or personnel policy. Communication improvement

and training will help to ease the individual elements that compose
this barrier.

Given established policies, current representation status, and identi-
fied barriers to EEO goal attainment, the study recommends that a l-year
plan be implemented to encourage manaqers and supervisors to hire, promote,
and provide professional developmert to rapeble women and minorities in the
NAVEDTRACOM.
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SECTION I
. INTRODUCTION

The Department of the Navy (DON) is committed to achieving the goals of
equal employment opportunity (EEO) for all its employees and applicants and
full integration within its civilian work force. These goals are supported
by the DON Affirmative Action Program (AAP) which has, as an ultimate objec-
tive, the creation and maintenance of "a workforce reflective of this nation's
race, sex and ethnic diversity...within a specified time period."* Every
DON manager and supervisor shares the responsibility for attaining Navy EEO
goals and AAP objectives.

BACKGROUND

During the past decade, increasing attention has been paid to the concept

of equal employment opportunity and the practical implications of that concept.

Within the Navy, early EEQ efforts were primarily concerned with developing
the awareness that a problem did exist and in determining the extent of the
problem. More recently, however, attention has focused on developing and
implementing specific plans and programs to achieve EEQ goals at all levels.
Demographic and occupational data have been acquired to define the extent of
participation by women and minority ethnic group members in the various DON
occupational series, to identify barriers to equal opportunity for employment
within DON, and to develop strategies for overcoming these barriers. Analyses
of these data have produced guidelines for achieving EEQ goals and AAP objec-
tives which have been promulgated for use by all DON activities.

Using DON guidelines, the Chief of Naval Education and Training (CNET)
has issued an Affirmative Action Program Plan (AAPP) which provides specific
guidance on attaining EEQO within the Naval Education and Training Command
(NAVEDTRACOM). In addition, the CNET has established the command goals of
creating and maintaining an organizational environment conducive to individual
job and career satisfaction and of providing opportunities for the profes-
sional growth of all staff personnel.

The Education Specialist occupational series (GS/GM-1710) is among the
largest of the civilian professional communities in the NAVEDTRACOM. Its
members are widely dispersed. Previous EEO data indicate that women and
minority ethnic groups are underrepresented at all levels within this
community. These facts are the basis for a CNET initiative to enhance the
achievement of EEO goals within the 1710 series. Discussions among repre-
sentatives of CNET staff and the Training Analysis and Evaluation Group
(TAEG) established the specific requirements for the initiative._ In October
1981, the TAEG was requested to design a program in its support.2

1SECNAV Instruction 12713.12 of 3 April 1981.

2CNET 1tr Code 022 of 21 October 1981,

9
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PURPOSE

The purpose of this study was to design a program that would enhance
conditions to encourage NAVEDTRACOM managers to hire, promote, and provide
professional development for capable women and minorities in the education
specialist career field (GS/GM-1710).

SCOPE
The following assumptions and constraints apply to this study:

® Program recommendations are limited to those within the capacity
or authority of NAVEDTRACOM managers to accomplish. Societal
trends, traditions, or other factors which may affect the attain-
ment of EEO goals, but which are beyond the purview of NAVEDTRACOM
managers, are not addressed.

° Data obtained from the various reporting/tracking management infor-
mation systems (e.g., Personnel Accounting Data System (PADS)) are
sufficiently valid for purposes of this study.

° Program recommendations are based on information available as of
December 1981. Because the population studied is constantly chang-
ing, current numbers of education specialists, assigned locations,
grades, and steps, etc., may be slightly different from study data.

[ Changes in task specifications and/or occupational series identifi-
cation for subgroups within the GS/GM-1710 series are projected to
occur within the next year. Therefcre, the program and recommenda-
tions specified in this report should be considered as part of an
ongoing effort, rather than a fixed requirement.

o Special category personnel (i.e., Naval Postgraduate School and
Antilles school district persornel) assigned to the 1710 series
within NAVEDTRACOM were not included in the study.

ORGANIZATION OF THE REPORT

In addition to this introduction, the report consists of three major
sections and an appendix. Sectinn [l deccribes the approach used for program
devclopment. Section 11l presents and dscusses study findings in each of
three major areas: policy and directive<, the education specialist work-
force profile, and EEQ barrier identificotion and analysis. Study conclu-
sions and recommendations are provided i <etion IV, The program plan is
contained in the appendix. Specific materials important to implementing the
plan are attached as annexes to the apprendsx.
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SECTION II
APPROACH

This section describes the approach and methods used in designing a
plan to enhance the achievement of EEQ goals for education specialists within
the NAVEDTRACOM. The aporoach centered about three discrete, but related,
areas of study: (1) an investigation of existing policy on EEO and related
topics as defined in directives issued by the various echelons of command
within the DON, (2) the development of a profile describing the education
specialist occupational series community (GS/GM-1710) in terms of those char-
acteristics commonly associated with EE0, and (3) the identification and
analysis of EEO barriers within the NAVEDTRACOM. Although this section
describes data acquisition and analysis efforts for each of the three bri-
mary study areas separately, these efforts often overlapped. Results of all
investigations were consolidated and used as a basis for designing the plan.

INVESTIGATION OF EXISTING POLICY

An accurate and realistic understanding of current EEQ policy and status
was a necessary prerequisite for program design. A variety of EEO directives,
instructions, notices and other legal documents were reviewed to establish a
perspective into which the result of a program design effort would be inte-
grated. Management Directives from the Equal Employment Opportunity Commis-
sion, the Fedcral Personnel Manual (FPM) from the Office of Personnel Manage-
ment (OPM), and Secretary of the Navy (SECNAV) instructions provided senior
agency perspective; command level directives from the Chief of Naval Opera-
tions (CNO), CNET, and their subordinate activities contained more specific
information on the application of general policy within NAVEDTRACOM and docu-
mented implementation efforts and problems. Where possible and appropriate,
policy directives and implementation aquidance affecting related occupational
series (e.qg., GS-1712, GS-1702) and/or activities under major claimants other
than CNET or in other services, were also reviewed. A discussion of pertinent
directives begins section IIl of this reoort.

DEVELOPMENT OF AN EDUCATION SPECIALIST WORK-FORCE PROFILE

The establishment of an accurate, current work-force profile of the
GS/GM-1710 occupational series was a second major prerequisite for program
design. Of specific interest in this area was the tabulation of the charac-
teristics of individuals commonly used in describing EEQ information (e.q.,
sex, race, age, national origin, physical handicap status). To develop the
1710 profile, potential EEQ variables were first defined; various sources of
data describing these variables were then identified and queried. From the
responses to these queries, a list of specific data elements was developed.
Each element was then compared against each source to establish the most
complete data set available. In addition, each source was assessed to deter-
mine the accuracy and currency of data and its accessibility to investigators.
The advice of EEO personnel and NAVEDTRACOM staff was solicited and reviewed
in establishing and validating EEO variables.

a P a PP SR CRIE SR CPRUURY SR RT SR N O, YRS .. L) T S
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N The Personnel Accounting Data System (PADS) was selected as the basic
system for providing study data. The PADS is a management information system
resident in the Naval Military Personnel Command (NMPC). It contains a sub-
stantial amount of information on all civilian personnel assigned to activi-
ties within DON and includes most of the data elements required for the cur-
rent effort. Updates to this system are made monthly by direct submission
from field activities. Information is available and can be provided in
computer tape or printed format.

Concern about the accuracy of data contained in the PADS was expressed
by some reviewing officials whose opinions were sought. Accordingly, data
from separately maintained sources were obtained and compared with represen-
- tative PADS data to estimate the extent of error in the PADS. This process
- confirmed that errors in PADS data do exist, but also suggested that the
.! level of error is within acceptable limits. Most errors apparently result
- from incorrect submission procedures rather than from a defect of the system.

= Data necessary to this effort not in PADS were extracted from routine
- OPM or CNET reports, or from information developed specifically for this
study. When possible, data were acquired on tape in a format compatible
with the computer hardware used during the study; some data required manual
entry. The complete computer based data set was edited to correct known
discrepancies.

After its development, the complete data set was subjected to analysis
using a standard commercial statistical package available to TAEG by contrac-
tual_arrangement with the University of Florida Data Processing Network Sys-
tem.3 Analysis results were extracted, tabulated, and presented as baseline
information for program design.

As an adjunct to the profile development for GS/GM-1710 series, compara-
tive descriptions of the EEO characteristics of other occupational series
and/or other DON commands were developed from available data. Results of
these comparisons are included as appropriate in section III of this report.

BARRIER IDENTIFICATION AND ANALYSIS

The third major area of investigat.or prerequisite to program design
concerned identifying barriers to achieving stated EEO goals, including
analysis of the relationship of the barriers to other command goals, and a
review of techniques available for overcoming the barriers.

LAt i A B SErh ea Ak Al

! A list of generic occupationai seri:s warriers and barriers peculiar to
&‘ NAVEDTRACOM activities was extracted {-om individual command AAPPs. Addi-

- tional barriers, reported by other agencies, were reviewed for inclusion in
the list. The list was refined and clarifird during interviews with repre-
sentative CPO and EEO personnel who al.y nrovided examples of the effects of
specific barriers. Initially, some 30 spocific occupational and command

3statistical Package for the Social! . ien:os.




Lan e,
e T

Technical Report 126

barriers to EEQ goal achievement were identified during this process; these
were ultimately consolidated into the six general barrier groups presented
at the end of section III of this report.

Relationships between individual barriers and the nature of their impact
were analyzed. Possible conflict with non-EEQ command goals were explored.
The extent of these relationships, and the effects of their interactions,
are described in section III.

SUMMARY

Completion of task objectives in these three primary areas provided the
basis for the elements of a management initiative to enhance achievement of
EEO goals. The current status of EEQ representation within the education
specialist community provided an accurate starting point; command policy and
guidance described the desired end point and prescribed the limits within
which the initiative must operate; the list of barriers and assessments of
their impact identified the problem areas to be addressed.

13
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E SECTION II1I
i FINDINGS AND DISCUSSION

- Study findings which bear on the issue of enhanced equal employment
~ opportunity for NAVEDTRACOM education specialists are presented in this
T section through discussion of the following subject areas:

i e pertinent policy statements and directives
N e current NAVEDTRACOM education specialist work-force profiles

e major barriers to equal employment opportunity for education
specialists

e strategies for overcoming EEQ barriers.
POLICY STATEMENTS AND DIRECTIVES

Pertinent EEQ policy statements and directives include both major
policy documents and amplifying and implementing instructions.

MAJOR POLICY DOCUMENTS. The Civil Rights Act of 1964, as amended, and the
Civil Service Reform Act of 1978 established the legal framework for DON
policy on equal opportunity. Title VII of the Civil Rights Act of 1964
provides for equal opportunity in hiring, promoting, and training in the
national work force. The Equal Employment Opportunity Act of 1972 (P. L.
92-261) amended Title VII to include federal government employees and appli-
cants under its coverage. These amendments require each federal department,
agency, and unit to submit annually to the Equal Employment Opportunity
Council an affirmative action program plan which includes a "provision for
the establishment of training and education programs designed to provide a
max imum opportunity for employees to advance so as to perform at their high-
est potential." The Civil Service Reform Act of 1978 mandates that agencies
begin their EED programs at the recruiting stage. It specifically requires
that "each Executive Agency conduct a continuing program for the recruitment
of members of minorities...in a manner designed to eliminate underrepresenta-
tion of minorities in the various categories of Civil Service employment
within the federal service...." This program is known as the Federal Equal
Opportunity Recruitment Program (FEORP).

Within the Department of the Navy, responsibility for civilian personnel
and equal employment opportunity policies, procedures, and guidance has been
divided. The Secretary of the Navy, through the Assistant Secretary of the
Navy (Manpower, Reserve Affairs, and Logistics), is responsible for formula-
ting policy while the Chief of Naval Operations (CNO) and the Commandant of
the Marine Corps are responsible for developing and executing responsive
personnel and EEO programs (SECNAV Instruction 5215.16 of 11 February 1981).
SECNAV Instruction 12713.12 of 3 April 1961, a major EEQ policy document,
describes DON response to federal law, provides quidance on multi-year AAPPs,
and establishes the use of management information processing systems, such

14
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as PADS, to support AAPP reports. Initial AAPP reports cover the years
1982-1986; these reports will be updated annually, each update projecting a
5-year period.

SECNAVINST 12540.2 of 30 January 1981 institutes the DON Merit Pay Sys-
tem (MPS) for GM 13-15 managers and supervisors. This system requires mana-
gers and supervisors to develop measurable performance objectives for which
they are then held accountable. One performance objective must be developed
to support organizational EEQ objectives which have been identified in the
annual management guidance issued by the head of the activity. When possible,
EEO objectives should also support FEORP and AAPPs. When an MPS member has
responsibilities which relate to an organizational EEO objective, that mem-
ber's EEQO objective may be of primary significance in computing a performance
rating.

The Deputy Equal Employment Opportunity Officer (DEEOQ) is tasked with
assessing the progress being made toward accomplishing organizational objec-
tives quarterly. In addition, the DEEQOO will review prospective individual
ratings and awards, including supervisory promotion actions, to ensure com-
pliance with EEOQ objectives.

CNET Staff Instruction 12713.2A of 23 February 1982 (Multi-Year Affirma-
tive Action Program Plan for Fiscal Years 1982 through 1986) sets forth the
organizational EEQ objectives as part of the annual management guidance;
individual MPS objectives should reflect these organizational objectives.
With regard to both organizational and individual objectives, the instruc-
tion states:

It is the responsibility of this headquarters to
assume an active role in the realization of (the EEO)
objective, particularly in the areas of recruitment,
selection, promotion, training, and awards. It is the
personal responsibility of each manager, supervisor, and
employee, both military and civilian, to ensure that the
goals and objectives of the AAPP are fully met.

This statement may be regarded as a summary of NAVEDTRACOM EEO policy, reflect-
ing the role of each individual in translating the command AAPP into reality.

AMPLIFYING AND IMPLEMENTING DIRECTIVES. Instructions which amplify and imple-
ment DON EEOQ policy and procedures are summarized below. They are listed by
emphasis of effect upon recruiting, hiring, and professional development.

Recruiting. SECNAVINST 12720.1A of 18 March 1981 implements the FEORP as a
recruitment" program (not as a "selection" program) intended to create and
maintain a federal work force reflective of the nation's race, sex and ethnic
diversity. "Recruitment" includes both internal and external actions which

locate, identify and facilitate consideration of qualified applicants.

The DON Equal Opportunity Accountability System (DONEAS) supports the
implementation of FEORP by computing underrepresentation data for activities
and commands with 200 or more appronriated fund civilians. Using these data,
SECNAV establishes DON recruitment priorities. Subordinate commands identify
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local sources, barriers, and strategies to address underrepresentation of
women and minorities in job categories at specific grade levels. Specific
occupation series and grade levels may be targeted for increased attention
when the representation of minorities and women is not proportional to the
appropriate labor force of the general population. In the NAVEDTRACOM, the
GS/GM-1710 series has been so targeted. Servicing civilian personnel offices
are tasked with tracking each personnel action so that the impact of FEORP

on employment decisions and selection procedures can be measured.

Echelon 1 and II commanders are assigned EEQ program responsibilities
both for their headquarters organization and their subordinate commands by
OPNAV Instruction 12720.1. Those responsibilities specific to FEORP are
(1) providing the necessary personnel and fiscal resources to produce an
effective, commandwide FEORP, (2) providing guidance to field activities so
that FEORP plans are submitted in correct format and in a timely manner, and
(3) assessing command progress in eliminating underrepresentation.

Hiring. Managers have several sources from which to obtain job candidates,
but they are obligated to determine which source best meets Navywide and
activity mission objectives, including those based on affirmative action,
FEORP or veteran's preference. The procedures used to hire a minority or
female education specialist, who has been identified through FEORP, are the
same as those used to hire any applicant. Thus, that person must either be
on an OPM register at the entry level (5/7/9) or on a certificate resulting
from an OPM advertisement at the mid-level (11/12) before he or she can be
considered for any 5-12 level eduction specialist positon. When a person is
on the register, or even while this is still just anticipated, the FEORP
Coordinator at the servicing CPO places the person's credentials in an Applicant
Supply File. The FEORP coordinator should circulate the files of applicants
identified through FEORP as qualified for open positions to the person(s)
responsible for filling those positions.

In contrast to FEORP, which is designed to maximize the opportunity of
women and minority candidates, the Veteran's Education and Employment Assis-
tance Act of 1976 establishes that, as part of the competitive process, extra
points will be awarded to veterans who have served in a war or become dis-
abled as a result of military action. In addition, under the Civil Service
Reform Act of 1978, veterans with disability ratings of 30 percent or higher
may be given a noncompetitive appointment leading to career or career-condi-
tional appointment. As legitimate as veteran's preference may be as a social
policy, it does conflict with EEQ policy. When nonveteran women or minority
men compete for a position with an equally, or even less, qualified veteran,
the majority of whom are white men, veteran's preference points usually ensure
that the latter will receive the position.

Two entry-level programs have also been used as a source for hiring
education specialists. The Cooperative Education Program for graduate students,
called the "Co-op" program (FPM 308-17, 1981), has as one objective the support
of agency affirmative action programs. This entry program is designed to
afford potential employees who are still involved in academic study an oppor-
tunity to gain on the-job-experience for a specified period of time. A stu-
dent's job activities are usually strictly controlled, and a primary objective
of the program is orientation to the world of work. A major advantage of
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the "Co-op" program is that supervisors have a chance to evaluate a student's
performance and potential before deciding whether to recommend him or her

for noncompetitive conversion to career service jobs. This kind of program
provides not only opportunity but also training and, at least, limited screen-
ing. One CNET initiative in the education specialist career field has been

to contract for Co-op students with three universities.

An entry level intern program is similar to a graduate cooperative program
in that its members receive their initial professional development in a struc-
tured environment, but the initial exposure is longer and more fully devel-
oped than in a cooperative program. A primary objective of an intern program
is the development of members to the point where they can successfully com-
pete for available jobs. CNET Instruction 12950.2 describes an Education
Specialist Career Development Program, which includes a GS-1710 intern program.
The intern program it describes also provides training and initial screening
in addition to equal employment opportunity. Anticipated changes in the
classification scheme for GS/GM-17XX series employees will necessitate revi-
sion to this instruction.

Professional Development. CNET Instruction 12250.1B of 10 March 1981 states
that "all civilian employees throughout the NAVEDTRACOM shall be given oppor-
tunity to compete for senior level positions for which CNET activities are
recruiting through the competitive process,” and requires that each activity
"provide maximum opportunity for employees to advance so as to perform at
their highest potential.” It is the employee development process that pro-
duces skilled and competitive members of the work force. The process can be
separated into two areas--entry level development and full performance
development.

Entry Level. Although SECNAV Instruction 12410.1 of 6 October 1955 was pro-
mulgated before the Federal Government began actively pursuing EEO goals,

its content is still relevant. It contains policy information on career
planning, particularly directed to entry level professional civil servants.

The purpose of career planning is to facilitate the orderly process of recruit-
ing and retaining capable employees to fill positions at all levels of Federal
service. Career planning addresses both the needs of the organization and

the individual at initial entry levels, and also considers performance in
higher level positions. Planning involves both employer and employee.

Under the guidelines of career planning, several entry level programs
have been used within DON; all have potential for use in EEQO program enhance-
ment. SECNAV established the Upward Mobility Program (UMP), to be "used in
conjunction with the FEORP as one internal source of recruitment to assist
in the achievement of the latter program" (SECNAVINST 12713.11 of 15 October
1980). The UMP gives employees, particularly women and minorities, an oppor-
tunity to advance into higher graded and/or professional positions where
these groups have historically been underrepresented.

Upward mobility is defined as the systematic management effort that
focuses Federal personnel policy and practice on the development and imple-
mentation of specific career opportunities for lower-level employees who are
in positions or occupational series which do not enable them to realize their
full work potential. SECNAV Instruction 12000.23 of 29 March 1977 provides
guidance and assistance to activities developing an upward mobility program.

17
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As indicated in the preceeding section, the Co-op and intern programs
also make provision for professional development.

Full Performance. Training new employees, of course, is not the sum total
of the Navy's training mission for civilians. Full performance employees
and recently appointed supervisors also have requirements for improving and/or
updating their skills. Since training needs of individuals vary, there are
different means for accomplishing such training. Through Handbook X-118,
Qualification Standards, the DON has authority to provide rotational assign-
ments or cross series training to develop key employees at the GS-9 through
GS-15 levels. OPNAV Instruction 12410.10A of 8 September 1980 furnishes
further gquidance for cross training and rotational assignments. These two
management tools suggest yet another way for meeting affirmative employment
program objectives, that of moving high potential employees among assign-
ments to prepare them for future managerial responsibilities. Participants
in these programs may be competitively selected (i.e., merit promotion) in
accordance with pertinent career management and EEQ program requirements.

For cross-training or rotational assignments, supervisors generate indi-
vidual development plans (IDP) for participants, tailored to individual devel-
opment requirements. Individual development plan regquirements may be satis-
fied by the most effective combination of techniques such as on-the-job train-
ing (0JT), classroom instruction, reading assignments, conference, and guided
independent study. The training emphasizes the performance of tasks in the
assigned position; the immediate supervisors will evaluate participant
performance.

Once a person becomes a manager or a supervisor, he or she usually
requires training that emphasizes management skills rather than additional
technical development. Many management courses are available at this career
point, and their use to instill or enhance managerial and supervisory skills
will benefit the Navy and the individual.

Executive management level development is "the sum of individual and
institutional efforts to enhance the capability and performance of those
individuals engaged in the execution and management of the Department’s
affairs" according to SECNAV instruction 12412.1 of 30 April 1974. This
instruction calls for:

M 4
1

accelerated implementation of career development
plans for executives and managers...to better
assure the early identification and systematic
development of potential managers, an increased
capability and utilization of current managers, and
the effective application of limited resources
focused on this system,

L B SRR oo
- . .

The DON has increased emphasis on IDP for executives and managers, and sup-
porting fiscal resources are now programmncd from regular budget allocations.
In addition, this instruction affirms that "diligent efforts must be made to
assure that minorities, women, and the 'hard to spare' are not overlooked or
exempted from this program."
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SUMMARY. CNET Staff Instruction 12290.10 of 5 January 1982 summarizes DON
EEO policy well:

Execution of the Department of the Navy EEO
policy, and achievement of its objectives, is an
inherent responsibility at every supervisory and
managerial level, both military and civilian.
Managers and supervisors are obligated to ascertain
that minorities and women are, in fact, suffic-
iently included in every aspect of the employment
process; i.e., recruiting, training, promotion,
etc. Addressees, therefore, shall ensure that
minorities and women are given equitable consid-
eration when they are among the best of the com-
peting candidates within the selection range.

THE EDUCATION SPECIALIST WORK-FORCE PROFILE

Within DON, the GS/GM-1710 occupational series includes a diverse cross
section of civilian personnel. Job functions assigned to these employees
touch on almost every aspect of military education and training. Because
job requirements differ, the backgrounds and experience leveis of education
specialists also differ. Despite these differences, it is a DON goal that
the composition of the GS/GM-1710 work force across activities and/or func-
tional units reflect demographic characteristics typical of the professional
education and training work force nationwide. The paragraphs which follow
describe the NAVEDTRACOM work force in terms of pertinent EEQO characteristics,
compare that description with profiles developed for both the DON education
specialist and related occupational series, index the achievement of these
communities in reaching established EEO representation goals, and review
several specific programs for enhancing career opportunity for capable women
and minorities.

DESCRIPTION OF THE DATA BASE. Work-force profiles are based primarily on
information acquired or derived from data maintained in the PADS. PADS data
were acquired to describe the EEO characteristics of 1,278 people employed
by the DON in education- or training-related positions. The following EEO
characteristics are described:

. Sex

° Minority/ethnic qroup affiliation. Minority categories used in
this study include (1) Alaskan/Indian, (2) Asian, (3) Black,
(4) Hispanic, (5) White, and (6) Other.

. Veteran's preference. Categories include (1) no preference,
(2) 5-point preference, (3) 10-point preference (disability),
(4) 10-point preference (comprehensive), (5) 10-point preference
(other), and (6) other.

. Physical handicap. Categories show only the presence or absence
of a physical handicap. The extent of a handicap and/or any specific
description of various types of physical handicaps are not identified.
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. Grade level. Pay grades range from GS/CM 5-15.

. Level of work. Categories include (1) trainee, (2) upward mobility
trainee, (3) journeyman, (4) leader, (5) supervisor, (6) manager,
(7) supervisor, merit pay system, (8) manager, merit pay system.

° Year of birth.

. Service computation year. The computation of this variable summed
civilian service and, where applicable, Federal service for which
compensatory credit was awarded.

The education specialist profiles, and those of related occupational
communities, were developed using these characteristics. In addition, PADS
data were used to establish four additional group characteristics:

. Grade group. Because EEQ information is normally presented in

terms of multiple grade levels, this variable combines pay grades
5-8, 9-12, and 13-15.

. Military background grouping. This characteristic, developed using
veteran's preference data, separates the population into those who
had prior military service and those who did not.

. Age. This characteristic describes the average ages, in years, of
the various population subgrouns. It was derived by subtracting
the year of birth from 1982.

. Time in service. This variable describes the average years of
Federal service among various population subgroups. It was derived
by subtracting the service computation year from 1982.

In addition to the information acquired or developed from PADS data,
information describing two special variables nf potential EEQ importance
were independently acquired from CNET staff and manually added to the data
base for subsequent use. This information identified (1) persons who had
participated in an Education Specialist Intern Program administered by the
CNET and/or (2) persons currently employed in the NAVEDTRACOM's Navy Campus
for Achievement (NCFA). It was hypothesized that the EEQ characteristics of
these two groups might differ from the avaraae profile and, in so doing,

suggest particular directions for imorovina the renresentation of wnmen and
mincrities.

Data used in this study reflectad the composition of the work force on
31 December 1981. An estimate of the accurasv and currency of the data base
was derived by manually comparing PADS dats dessribing six selected character-
istics with similar information maintained ir nendently at CNET. The error
rate in PADS data for Major Claimancies, 1i. 14, 22, 62 ind 78 is calculated
to be 6.4 percent for the AS/GM-1710 seric. .  <ince some errors thought to
exist could not actually be confirmed, thi oreor rate may be inflated. Simi-
lar data for other series (1702 1712) woere not acquired and no error rate
could be established for them. Althouah Jdeficioncies in data do exit, the
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data base as acquired and edited is considered sufficiently valid for use in
this study. It must be recognized that a certain level of real-time error
will always exist because documentation follows change and current updates

of the PADS occur on a monthly basis. It should also be noted that the bulk
of the confirmed discrepancies apparently resulted from submission or proce-
dural errors. This fact suggests that improving the availability and accuracy
of EEO data may best be achieved by a review and refinement of those proce-
dures rather than manipulation of the system itself.

THE NATIONAL WORK-FORCE PROFILE. The EEQ AAPP goals established for any
occupational series or a specific work force are based on computed work force
profiles of either the total civilian labor force (CLF) or the relevant labor
force (RLF). A CLF statistic represents total percentages of people working
or available to work in an occupational series; the RLF labor pool comprises
people qualified or qualifiable to work at a specific grade level within a
series. Relevant labor force d»*a are normally calculated for grade level
groups 5-8, 9-12, and 13-15. It should be emphasized that an RLF statistic
includes not only those persons presently working full time, but also unem-
ployed persons, part time workers, and persons not currently in the work
force (e.qg., workers who are unemployed but who have worked in the last 5
years). The geographic area of CLF data is local; RLF data may describe
either local or national geographic areas for review. For Department of the
Navy Occupational Level (DONOL) Code 3, which includes education specialists,
all data reflect nationwide statistics or percentages.

To establish an index of EEOQ qoal achievement by a particular race,
national origin or sex (RNS) group, ZEQ data for the group are compared to
similar data for the RLF. This comparison, which produces a "percent under-
representation* (U/R), is calculated for each grade level group as follows:

% minority (RNS) in organization X 100%
% U/R = R
% minority (RNS) in RLF

The % U/R establishes the level of EEQ gcal attainment and is one indication
of how well an affirmative action program is working. Table 1 shows the
most recent RLF statistics for men and womer of different races for each
grade group of DONOL Code 3. This is the RLF benchmark against which study
data are compared.

THE NAVEDTRACOM EDUCATION SPECIALIST WORK-FORCE PROFILE. For December 1981,
PADS data showed 460 GS/GM-1710s assignod to positions in the NAVEDTRACOM.

Of this group, 339 (73.7 percent) were men and 121 (26.3 percent) were women.
Thirty-two (7 percent) of the 460 reoresented various minority/ethnic groups;
of this number, 20 (4.3 percent) wero BYack, 5 (1.1 percent) each were Asian
or Hispanic, and 1 (.2 percent) was »f Indian/Alaskan heritage. Two hundred
seventy-seven (60.2 percent) of the NAVEDTRACOM 1710 community indicated
previous military experience (by veteran's preference selection). Member
grade levels for the total 1710 rommunity were:
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GS-5 7 ( 1.5%)
GS-7 13 ( 2.8%)
GS-9 92 (20.0%)
GS-11 114 (24.8%)
GS-12 144 (31.3%)
GS/GM-13 65 (14.2%)
GS/GM-14 23 ( 5.0%)
GS/GM-15 1 ( .2%)

The average age of the group was 46.4 years; time in service averaged 14.9
years, 48 (10.4 percent) indicated some degree of physical handicap. CNET
data obtained separately showed 44 education specialists still in NAVEDTRACOM
had entered through the intern program. Ninety-one members were assigned to
billets supporting the NCFA.

TABLE 1. RLF DATA FOR DONOL CODE 3

Percent

Men Women

GS 5-8 White 36.6 47.1
Black 3.3 5.6

Hispanic 1.4 1.2

Other 2.3 2.5

TOTAL 43.6 56.4

GS 9-12 White 51.2 35.9
Black 3.3 3.7

Hispanic 1.4 .9

Other 2.1 1.5

TOTAL 58.0 42.0

GS 13-15 Vhite 69.2 23.5
Black 2.3 1.0

Hispanic 1.0 .5

Other 2.0 .5

TOTAL 74.5 25.5

Source: Atwater, Niehaus and Sheridan (1980)

COMPARISON OF DON/NAVEDTRACOM 17XX PROFILES. In this study, the designation
17XX indicates all occupational series whose members function in education/
training capacities. This designation includes the following specific series:
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i ° 6S-1701 (General Education and Training Series) is not much used
»!g at the present time. A sort of catchall designator, GS-1701 identi-

fies general or miscellaneous work not elsewere classified. However,
this series is similar to the 1710 series in that it requires a
four-year bachelor's degree in education or a related field, requires
increasing experience for higher level positions, includes a two-
grade interval in its promotional scale, and is included in DONOL
Code 3 for EEOQ classification within the Navy.

° GS-1702 (Education and Training Technician Series contains nonpro-
fessional level workers in education and training activities in
such positions as Education Aid, Supervisory Education Aid, Educa-
tion Technician, and Training Technician. GS-1702 differs from
the 1710 series in that a college degree is not required to qualify
for most positions and promotion intervals are one grade. For EEO
purposes, GS-1702 is assigned to DONOL Code 5. Within DON, the
highest grade level attained in this series is GS-12.

° GS-1710 (Education and Vocational Training Series) includes employ-
ees who perform professional work in education and vocational train-
ing. A sample of billets would include teachers or supervisors in
academic or vocational schools at all levels; professional education
or training support staff, educational media staff; quidance or
program counsellors; and/or education program managers. Series
personnel must have earned a bachelor's degree from an accredited
college or university and must meet additional academic and/or
experience-related requirements as well. Position intervals include
two-grade level promotions. This series is included in DONOL Code
3 for EEQ accounting.

° 6S-1712 (Instruction Series) includes training instructors and
supervisory training instructors, training administrators, and
training specialists. These positions involve instructional train-
ing for an occupation, craft, or similarly skilled area where a
thorough knowledge of the subject to be taught or used is essential.
Position intervals include two-grade promotions, and experience
may be more important than educational background. Thus, a bacca-
luareate degree is not a requirement for this series. The 1712
series is included in DONOL Code 3 for EEQ accounting.

The design and development of a program to enhance NAVEDTRACOM career
opportunities for women and minorities in the 1710 occupational series is
most effectively accomplished if that orogram accommodates all series of the
17XX designation. Recruiting efforts for all levels of 1710 personnel are
usually conducted on a national basis. Movement of personnel, both among
DON commands and into or out of related cccupational series for which they
can qualify, is common. Table 2 1lists NON major claimants with 10 o+ more
17XX personnel assigned, showing potentiai for movement among positinns
and/or series.

Using PADS data to describe FE( characteristics previously identified,
table 3 provides a comprehensive profile comparison among 1710 and 17XX series
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communities. Expanded information, descriptions, or data summaries describ-
ing specific characteristics of particular interest to this study are
:! provided in the following paragraphs. Where possible, data are presented by
. grade level groups to facilitate comparison with rnational RLF statistics for
DONOL Code 3. NAVEDTRACOM and/or 1710 series data are similarly broken out
where appropriate.

L

Sex. Of the 1,278 records of 17XX employees under review, data describing
sex, grade group and series were available for 1,235 cases. Table 4
provides a breakdown of these data by series. For comparison, RLF data for
DONOL Code 3 show total men/women percentages to be:

GS Men/Women
5-8 43.6/56.4
9-12 58.0/42.0
13-15 74.5/25.5

TABLE 2. DON MAJOR CLAIMANT 17XX SERIES LOCATION (N = 10 OR MORE)

i. SERIES

s MAJOR 1701 1702 1710 1712

PI CLAIMANT (N) (N = 12) (N = 235) (N = 631) (N = 400)

g CNO (30) 0 16 (6.8)* 6 (1.0)* 8 (2.0)*

E BUMED (22) 1 (8.3) 7 (3.0) 13 (2.1) 1(.3)

!. NAVPERS (79) 1 (8.3) 4 (1.7) 73 (11.6) 1 (.3)

3 SEASYSCOM (127) 3 (25.0) 10 (4.3) 16 (2.5) 98 (24.5)

&f USMC (65) 2 (16.7) 14 (6.0) 23 (3.6) 26 (6.5)

ie CINCLANT (66) 0 31 (13.2) 2 (.3) 33 (8.3)

- CNET (760) 0 114 (48.5) 460 (72.9) 186 (46.5)

£ CINCPAC (56) 0 23 (9.8) 15 (2.4) 18 (4.5)

%i ONR (21) 0 6 (2.6 4 (.6) 11 (2.8)

: OTHER 5 (41.7) 10 (4.3) 19 (3.0) 18 (4.5)
*Numbers in ( ) in these columns represent the percentage of series personnel

assigned to that specific major claimant.
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WORK FORCE PROFILE COMPARISON CHART
(Numbers in ( ) are percentages)
(Total Ns for each characteristic may vary)

TABLE 3.

Variable NAVEDTRACOM Non-NAVEDTRACOM  DON NAVEDTRACOM DON
Category 1710 1710 1710 17X%XX 17XX
N=460 N=171 N=631 N=760 N=1,278

SEX

Male 339 (73.7) 128 (74.9) 467 (74) 553 (72.8) 927 (72.5

Female 121 (26.3) 43 (25.1) 164 (26) 207 (27.2) 351 (27.5
MINORITY

Alaskan/Indian 1(.2) 1 (.6) 2 (.3) 2 (.3) 4 (.3)

Asian 5 51.1; 0 5 5.8) 9 (1.2) 16 (1.3)

Black 20 (4.3 8 (4.7) 28 (4.4) 30 (3.9) 59 (4.6)

Hispanic 5 (1.1) 0 5 (.8) 12 (1.6) 15 (1.2)

White 428 (93) 158 (92.4) 587 (92.9) 705 (92.8) 1,167 (91.3

Unknown 1(.2) 4 (2.3) 5 (.8) 2 (.3) 17 (1.3)
MINORITY GROUP (less Unknown)

Majority 428 (93.2) 158 (94.6) 586 (93.6) 705 (93) 1,167 (92.5]

Minority 31 (6.8) 9 (5.4) 40 (6.4) 53 (7) 94 (7.5)
VETERAN'S PREFERENCE

None 183 (39.8) 73 (42.7) 256 (40.6) 278 (36.6) 467 (36.5

5 PT 231 (50.2) 79 (46.2) 310 (49.1) 415 (54.6) 694 (54.3

10 PT 41 (8.9) 18 (10.0) 58 (9.2) 59 (7.7) 102 (8.0)

Other 5 (1.1) 2 (1.2) 7 (1.1) 8 (1.1) 15 (1.2)
MILITARY BACKGROUND

Yes 277 (60.2) 98 (57.3) 375 (59.4) 482 (63.4) 810 (63.4)

None 183 (39.8) 73 (42.7) 256 (40.6) 278 (36.6) 467 (36.5)
PHYSICAL HANDICAP

Yes 48 (10.4) 11 (6.4) 59 (9.4) 63 (8.3) 116 (9.1)

None 412 (89.6) 160 (93.6) 572 (90.6) 697 (91.7) 1,167 (90.9)
SERIES

1701 0 12 (.9)

1702 (N/A) (N/A) (N/A) 114 (15.0) 235 (18.4)

1710 460 (60.5) 631 (49.4)

1712 186 (24.5) 400 (31.3)
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TABLE 3.

(Numbers in ( ) are percentages)
Total Ns for each characteristic may vary)

WORK FORCE PROFILE COMPARISON CHART (continued)

.............................

Variable NAVEDTRACOM Non-NAVEDTRACOM  DON NAVEDTRACOM DON
Category 1710 1710 1710 17XX 17xX
N=460 N=171 N=631 N=760 N=1,278
TIME IN SERVICE (Years)
0-1 13 (2.8) 9 (5.3) 22 (3.5) 27 (3.6) 52 (4.1)
2 -3 23 (5.0) 6 (3.5) 29 (4.6) 44 (5.8) 67 (5.2)
4 -5 30 (6.5) 11 (6.4) 41 (6.1) 46 (6.1) 82 (6.4)
6 - 10 110 (23.9) 66 (38.6) 176 (27.9) 172 (22.6) 311 (24.3)
11 - 15 100 (21.7) 28 (16.4) 128 (20.3) 171 (22.5) 265 (20.7)
16 - 20 59 (12.8) 22 (12.9) 81 (12.8) 103 (13.6) 196 (15.3)
20 + 125 (27.2) 29 (17.0) 154 (24.4) 197 (25.9) 305 (23.9)
AVERAGE AGE (Years) 46.4 (460)* 43.8 (171)* 45.7 (626)* 47.1 (760)* 46.2 (1278)*
Male 48.3 (339) 45.7 (128) 47.6 (467) 49.2 (553) 48.0 (927)
Female 40.9 (121) 38.3 (43) 40.2 (164) 41.6 (207) 41.4 (351)
AVERAGE TIME IN SERVICE
(Years) 14.9 (460) 12.5 (170)  14.5 (626) 14.7 (760) 14.4 (1278)
Male 16.7 (339) 14.4 (127) 16.2 (467) 15.1 (553) 15.7 (927)
Female 9.9 (121) 6.9 (43) 9.1 (164) 10.9 (207) 10.6 (351)
AVERAGE AGE (Years) 46.4 (460) 43.9 (167) 45.4 (626) 47.1 (760) 46.2 (1261)
Alaskan/Indian 30 (1) 44 (1) 35.0 (2) 2 (31) 38.5 (4)
Asian 46.8 (5) - 46.8 (5) 48  (9) 45.4 (16)
Black 38.2 (20) 35.2 (8) 37.4 (28) 39.8 (30) 39.9 (59)
Hispanic 42.6 (5) - 42.6 (5) 46  (112) 45.3 (15)
White 46.8 (428) 44.3 (158) 4f.1 (586) 47.5 (705) 46.6 (1167)
i
‘AVERAGE TIME IN SERVICE
. (Years) 14.9 (459) 12.5 (170) 14.5 (626) 14.7 (758) 14.3 (1261)
Alaskan/Indian 4 (1) 18 (1 11.0 (2) 9 (2) 16.2 (4)
Asian 20.8 (5) - 20,8 (5) 16.8 (9) 14.8 (16)
Black 10 (20) 9.9 (8) 9.9 (?78) 11 (30) 13.2 (59)
Hispanic 18.4 (5) - 12.4 (5) 15.9 (12) 14.9 (15)
White 15 (428) 12.5 (1570 14.5 (586) 14.8 (70%) 14.4 (1167)

*Numbers in ( ) for average age and average 115 are
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TABLE 3.
(Numbers in ( ) are percentages)

WORK FORCE PROFILE COMPARISON CHART (continued)

(Total Ns for each characteristic may vary)

|

Variable NAVEDTRACOM Non-NAVEDTRACOM  DON NAVEDTRACOM DON
Category 1710 1710 1710 17xX 17XX
N=460 N=171 N=631 N=760 N=1,278
GRADE GROUP
5-8 20 (4.3) 4 (2.3) 24 (3.8) 138 (18.6) 308 (24.1)
9-12 351 (76.3) 144 (84.2) 495 (78.4) 506 (68.2) 835 (65.3)
13-15 89 (19.3) 23 (13.5) 112 (17.7) 98 (13.2) 135 (10.6)
LEVEL
Trainee 18 (3.9) 8 (4.7) 26 (4.1) 30 (3.9) 54 (4.2)
Upward Mobility 0 0 0 2 (.3) 4 (.3)
Journeyman 342 (74.3) 125 (73.1) 467 (74.0) 615 (80.9) 994 (77.8)
Leader 1 (.2) 0 1 (.2) 1 (.1) 2 (.2)
Supervisor 35 (7.6) 7 (4.1) 42 (6.7) 38 (5.0) 74 (5.8)
| Manager 8 (1.7) 1 (.86) 9 (1.4) 8 (1.1) 10 (.8)
: Supervisor MPS 37 (8.0) 6 (3.5) 43 (6.8) 44 (5.8) 81 (6.3)
i Manager MPS 10 (2.2) 7 (4.1) 17 (2.7) 11 (1.4) 18 (1.4)
i Unknown 9 (2.0) 17 (9.9) 26 (4.1) 11 (1.4) 41 (3.2)
INTERN PROGRAM
Yes 40 (8.7) 9 (5.3) N/A N/A N/A
; #2 (1712)  + 1 (1702)
*NCFA
L Yes 90 (19.6) 0 N/A N/A N/A
+1 (1702)
AGE RANGE (Years) \
|
- 25 0 0 0 2 (.3) 7 (.5)
26 - 30 19 (4.1) 3 (1.8) 22 (3.5) 35 (4.6) 55 (4.3)
31 - 35 65 (14.1) 42 (24.6) 107 (17.0) 95 (12.5) 178 (13.9)
36 - 40 74 (16.1) 41 (24.0) 115 (18.2) 96 (12.6) 181 (14.2)
41 - 45 69 (15.0) 20 (11.7) 89 (14.1) 109 (14.3) 193 (15.1)
46 - 50 61 (13.3) 16 (9.4) 77 (12.2) 116 (15.3) 195 (15.3)
51 - 65 67 (14.6) 22 (12.9) 89 (14.1) 112 (14.7) 196 (15.3)
5 - 60 67 (14.6) 13 (7.6) 80 (12.7) 126 (16.6) 171 (13.4)
60+ 38 (8.3) 14 (8.2) 52 (8.2) 69 (9.1) 102 (8.0) J

i

*Not PADS data.
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COMPARISON OF DON/NAVEDTRACOM SERIES BY GRADE GROUP BY SEX

NAVEDTRACOM (N = 742)

ALL OTHER NAVY (N = 493)

MEN*  WOMEN*  TOTAL MEN*  WOMEN*  TOTAL

SERIES ~ GRADE_GROUP
5- 8 0 2 (100) 2
1701 9 - 12 NONE 2 (50) 2 (50) 4
(N=12) 13 - 15 6_(100) 0 6
TOTAL 8 (66.7) 4 (33.3) 12

1701 SERIES TOTAL: MEN 8 (66.7) WOMEN 4 (33.3)
5- 8 15 (21.1) 56 (78.9) 71 28 (34.2) 54 (65.8) 82
1702 9-12 18 (72) 7 (28) 25 10 (66.7) 5 (33.3) 15
(N=193) 13 - 15 0 G 0 0 0 0
TOTAL 33 (34.4) 63 (65.6) 96 38 (39.2) 59 (60.8) 97
1702 SERIES TOTAL: MEN 71 (36.8) WOMEN 122 (63.2)
5. 8 5 (25 15 (75) 20 1 (25) 3 (75) 4
1710 9 - 12 247 (70.4) 104 (29.6) 351 105 (72.9) 39 (27.1) 144
(N=631) 13 - 15 87 (97.8) 2 (2.2) 89 22 (95.6) 23
TOTAL 339 (73.7) 121 (26.3) 450 128 (75.3) 42 (24.7) 170
1710 SERIES TOTAL: MEN 467 (74.1) WOMEN 163 (25.9)

5. 8 46 (97.9) 1 (2.1) 17 33 (82.5) 7 (17.5) 40
1712 9 - 12 125 (96.2) 5 (2.2, 30 158 (95.2) 8 (4.8) 166
(N=400) 13 - 15 _ 9 (100) 0 9 7 (87.5) 1 (12.5) 8
TOTAL 180 (96.8) 6 (3.7, iah 193 (92.5) 16 (7.5) 214

1712 SERIES TOTAL: MEN /% {34.5) WOMEN 22 (5.5)

*Percents are shown in ( ).
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In grades 5-8 for both the 1702 and 1710 <eries, the percentage of women is
greater than the national RLF percentaqge; however, underrepresentation in

the 1710 series is particularly acute at the 13-15 level. In the 1712 series,
women are underrepresented at all levels. This is not surprising, given

this series' greater emphasis on military/technical experience and the fact
that few women possess such experience.

Race. For ease of comparison .ith national RLF data, summaries for NAVEDTRACOM,
other NON, and total l7XX series porsnnnel are orovided in table 5. Tables

6, 7, and 8 provide specific qrade qroup and series data for 1702, 1710, and
1712 personnel categorized by race.

TABLE 5. RLF PERCENTAGES BY RACT AND GRADE LEVEL FOR
MEN/WOMEN FNOR DONNL £ONE 3

GRADES ~ MEN/WOMEN GRADES  MEN/WOMEN
WHITE 5 - 8 36.6/4/.1 Y 5 - 8 3.3/5.6

9 - 12 51.2/35.% 9 - 12 3.3/3.7

13 - 15  69.2/23.5 13 - 15  2.3/1.0
HISPANIC 5 - 8 1.4/1.? OTHE 5. 8 2.3/2.5

9 - 12 1.4/ .9 9 -12 2.1/1.5

13 - 15 1.0/ .5 13 - 15 2.0/ .5

The comparisons of data show that minn-ity vaczial groups are under-
represented at almost every level for the 1710 series and 1712 series for
both NAVEDTRACOM and NON activitie:® far 411 ather NDON, 1712 series, Black
men at the GS 9-12 level are abave th. RiF representation percentage. On
balance, the underrepresentation of minncities is proportionally greater
than the underrepresentation for women; like women, minorities are particu-
larly underrepresented at ti» RS/0M 1715 n-3de Ipyels,

Military Background. The oxtent nf ovoyings military service among education

specialists and related occunar an~: . oq o -at reported as an EEQ-related
RLF «<tatistic. However, such et o~ ¢ a0 58 iaterest in this study,
since it has implications for booo cotane and professional develop-

ment of education sperialicic, 1ai o oy < a1t 17¥Y series personnel

in terms of previous military oot 0 S 7 and 11 hreak this infor-

mation down by sex and roce £ V0L 0 T kY L apieg personnel.

41702 series data should rgt e oo T h et ode R orepresentatinn
(RLF) statistics. Thege Ag y vy oo e infoarmation only.
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TABLE 9. COMPARISON OF MILITARY BACKGROUND BY SERIES
IN NAVEDTRACOM AND ALL OTHER DON

SERIES
1702 1710 1712 TOTAL
NAVEDTRACOM (N=760)
No Military Background 74 (64.9) 183 (39.8) 21 (11.3) 278
Military Background 40 (35.1) 277 (60.2) 165 (88.7) 482
ALL OTHER DON (N=505)
No Military Background 69 (57.3) 73 (42.7) 44 (20.6) 186
Military Background 51 (42.5) 98 (57.3) 170 (79.4) 319
;fﬁ TABLE 10. COMPARISON OF MILITARY BACKGROUND BY SEX AND
M GRADE GROUP FOR ALL SERIES IN NAVEDTRACOM (N=760)
E MEN WOMEN
GRADES (N=553) (N=207) TOTAL
S 5 -8 R (1.4) 80 (38.6) 88
- No Military Background 9 - 12 75 (13.6) 102 (38.6) 177
Tf:» 13 - 15 12 (2.2) 1 (.5) 13 |
k B TOTAL 95 (17.2) 183 (88.4) 278 (36.6)
@
- Military Background 5 -8 59 (10.7) g (4.4) 68
9 - 12 315 (57.0) 14 (6.8) 329
[ 13 - 15 84 (15.2) 1 (.5) 85 !
kf. TOTAL 458 (82.8) 24 (11.6) 482 (63.4)
i.
;_.
..
»-.-
.“ .
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TABLE 11. COMPARISON OF MILITARY BACKGROUND BY MINORITY
AND GRADE GROUP FOR NAVEDTRACOM (N=758)

PRIOR MILITARY SERVICE
GRADE NONE YES

s GROUP (N=276) (N=482)
5 -8 0 0
L ALASKAN/INDIAN 9 - 12 S 8
- 13 - 15
L
@t. VOTAL 2 (100) 0
- ASIAN 5 - 8 0 3
- - 9 - 12 2 3
*if 13 - 15 1 0
- TOTAL 3 (33.3) 6 (66.7)
BLACK 5-8 6 2
= 9 - 12 13 9
f" 13 - 15 0 0
- TOTAL 19 (63.3) 11 (36.7)
: HISPANIC 5-8 2 4
{ 9 -12 3 3
ll! 13 - 15 0 0
s TOTAL 5 (41.7) 7 (58.3)
( WHITE 5.8 79 59

9 - 12 156 314
o 13 - 15 12 85
t | TOTAL 247 (35.0) 458 (65.0)
ﬁb In the 1710 and 1712 series, both within NAVEDTRACOM and among other
3 NDON activities, the percentage of personnel who have military backgrounds ic
. substantially higher than the percentage of those who do not. This condition
I is reversed in the 1702 series. In all grade groups within NAVEDTRACOM,
- considerably more men have had military service than those who have not; in
q no grade group does the percentage of women with prior military service exceed
l o the percentage of those without such prior service. Among 17XX minority
b representatives in NAVEDTRACOM, less than half have had prior military ser-
e vice (24 of 53); among majority members, almost twice as many people do show
¢ prior service as do not (458 of 705). Although the numbers are too small
{
:
,}' 34
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for meaningful conclusions to be drawn, approximately the same proportions
apply within the 1710 community.

Age and Time in Service (TIS). Tables 12 and 13 provide age and time in
service information for men and women and minority racial groups, by series,
for NAVEDTRACOM and all other DON activities. Table 3 included data describ-
ing the frequency of age/TIS ranges for 17XX series personnel.

3 The average age and average length of Federal service is greater for

men than for women in every instance. In most cases, the difference is sub-
stantial. In general, NAVEDTRACOM personnel are older and have accumulated
more time in service than personnel from other DON activities. Among series,

. 1712 personnel are oldest and have accumulated the greatest amount of time

,[‘ in service. It may be expected that the technical/military knowledge/experi-
ence requirement emphasized in the 1712 series accounts for the greater age/TIS
numbers.

Among minorities for whom sufficient descriptive data exist, Blacks are
substantially younger and have fewer years of Federal service than other
groups; similarly, 1710 Black personnel are younger than Blacks in other
17XX series, while Hispanics and Asians tend to reflect the norms of those
communities. Whether these data suggest improvement in equal employment
opportunity for Blacks in this series or merely a population anomaly can not
yet be determined. Because age and TIS are lower than those of other minor-
ity groups, this difference, coupled with the relatively high percentage of
Blacks recruited through the intern program, suggests an upsurge of younger
Blacks in the series generated, in part, by that program.

SPECIAL PROGRAMS. Data describing two special populations were acquired
from cognizant CNET staff offices and reviewed to establish their potential
impact, if any, on the design of an EEQ enhancement program for NAVEDTRACOM
women and minorities.

)

The Intern Program. Ouring the period 1973 to 1976, the CNET established
and managed a centrally-administered program designed to recruit and prepare
1710 series personnel to replace the increased number of education specialists

DR A AL AR e Ml 2l A0 4
. B .
.

P anticipated to retire beginning in 1975. Of 73 interns completing training,
65 (89 percent) are -til]l employed in government service. Of the 73, 60
(82.2 percent) are employed in DON ard 48 (65.8 percent) hold billets in the
NAVEDTRACOM.

) Applicants selected for tne intern program entered Federal service at

‘e the GS-5 or 7 levei and most were promero’ at least once as interns.d As

b part of their training prograr, inte . wire expected to move between commands

- or activities. Nearly ali did so, al‘hough data were not acquired during
this study which would dncument tn- extocnt of their mobility. As of December
1981, some 25 intern program gradua es bl left NAVEDTRACOM activities, and
7 of the 65 graduates in DON nad cv w1 ieom the GS-1710 to another series.

]

' 4pt that time, it was pesoibile £ 0y 0 o oobtain intern education spacialists

¢ under direct hiring antharit o T e Myn e aveas U1,S, Civil Service Commission
nffice. Now, a.1 eatry fevn? 707 0 0 e gecompiished through an educition

. specialist register maiot:inod o Sloaaeraque . New Mexico OPM Reoional Offaicel
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TABLE 12. AVERAGE AGE/TIS FOR 17XX SERIES BY SEX FOR
NAVEDTRACOM/ALL OTHER DON

SERIES
1701
1702
1710
1712

1701
11702
1710
1712

AVERAGE AGE IN YEARS (N)

NAVEDTRACOM ALL OTHER DON

(N=760) (N=518)

MALE  FEMALE  AVERAGE MALE FEMALE

(N=553)  (N=207) (N=374) (N=144)
- - - - - - 45.0 43.0

(8) (4)

49.6 42.4 44.5 48.1 41.8
(34) (80) (114) (40) (81)
48.3  40.9 46.4 45.7 38.3
(339)  (121) (460) (128) (43)
50.8 45.2 50.6 46.4 44.4
(180)  (6) (186) (198) (16)
AVERAGE  49.2 41.6 47.1 46.3 41.0
(553)  (207) (760) (374) (144)

AVERAGE TIME IN SERVICE IN YEARS

- - - - - - 17.9 7.2

(8) (4)

14.8 12.3 13.3 14.3 12.1

(34) (80) (114) (40) (81)

16.7 9.9 14.9 14.4 6.9

(339) (121) (460) (127) (43)

15.0 11.8 14.9 15.5 10.9

(180) (16) (186) (198) (16)

AVERAGE 15.1 10.9 14.7 15.0 10.3
(553) (207) (760) (374) (144)

AVERAGE

44.3
(12)
43.9
(121)
43.8
(171)
46.2
(214)
44.8
(518)

14.3
(12)
12.8
(121)
12.5
(170)
15.1
(214)
13.7
(518)
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E TABLE 13. AVERAGE AGE/TIS FOR 17XX SERIES BY RACE FOR
( NAVEDTRACOM/ALL OTHER DON
AVERAGE AGE IN YEARS (N)
N NAVEDTRACOM ALL OTHER DON
. (N=758) (N=503)
GS-1710  ALL OTHER  TOTAL GS-1710 ALL OTHER  TOTAL
(N=459)  SERIES 17XX (N=167) SERIES 17XX
; RACE (N=299) (N=336)
El ALASKAN/INDIAN 30.0 32.0 31.0 44.0 43.0 42
) (1) (1) (2) (1) (1) (2)
ASTAN 46.8 49.5 48.0 -- 46.5 46.7
(5) (4) (9) (7) (7)
BLACK 38.2 43.0 39.8 35.2 42.0 40.1
(20) (10) (30) (8) (21) (29)
HISPANIC 42.6 48.4 46.0 -- 42.7 42.7
(5) (7) (12) (3) (3)
WHITE 46.8 45.0 47.5 44.3 45.7 45.2
(428) (277) (705) (158) (304) (462
MEAN 46.5 48.0 47.1 43.9 45.4 44.9
(459) (299) (758) (167) (336) (503)
g AVERAGE TIME IN SERVICE (IN YEARS)
f ALASKAN/INDIAN 4.0 14.0 9.0 8 23.8 15.9
g (1) (1) (2) (1) (1) (2)
; ASTAN 20.8 11.7 16.8 -- 12.1 12.1
i (5) (4) (9) (7) (7)
3 BLACK 10.0 13.2 11.0 9.9 15.4 13.9
F (20) (10) (30) (8) (21) (29)
, HISPANIC 18.4 14.1 15.9 -- 9.7 9.7
. (5) (7) (12) (3) (3)
WYITE 15.0 14.5 14.8 12.5 13.6 13.2
_ (428) (277) 705 157 304 (461)
MEAN 14.9 14.4 14.7 12.4 13.7 13.3
f (459) (299) (758) (167) (336) (502)
P
1
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A relatively large proportion of interns were either or both women and
minority. The EEQ profile of the 60 intern graduates currently employed by
DON includes 20 (33.3 percent) minority members and 26 (43.3 percent) women
who entered Federal service through this program. Data describing the EEQ
characteristics by grade group, of 52 interns for whom PADS data were avail-
able, are provided in tables 14 and 15. These data show that the intern
program has produced proportionally higher percentages of women and minori-
ties than the rest of the NAVEDTRACOM population who entered federal service
from other sources. The data also suggest that intern program graduates are
competitive when seeking promotion in that both women and minority intern
program graduates have done as well in obtaining promotions as have men and
majority intern program graduates. Also of interest is the fact that although
among majority intern members men outnumber women, among minority graduates,
women outnumber men by about two to one.

The Navy Campus for Achievement. Members of a major subgroup of the educa-
tion specialist population within NAVEDTRACOM serve as program advisors or
coor-dinators in NCFA. Navy Campus for Achievement employees provide educa-
tional program counseling to all Navy personnel and many of their job func-
tions are academically oriented. The study reviewed the EEQ characteristics
of this group because this kind of job was hypothesized to be more attractive
to peonle with teaching and/or counseling experience. Such jobs have tradi-
tionally been held by a high proportion of women.

Review of available data, however, revealed that personnel in NCFA assign-
ments reflect the same EEO characteristics as the GS-1710 series as a whole.
Tables 16 and 17 show only minor percentage differences between men and women
employed in NCFA jobs and all other 1710 personnel. Similarly, little differ-
ence exists between the total minority group composition in NCFA and that of
other 1710 personnel, although specific race percentages vary slightly between
the two groups.

EEO BARRIER IDENTIFICATION AND ANALYSIS

The effort to identify barriers to education specialist EEQ goal attain-
ment uncovered two different perspectives from which such barriers might be
viewed. The first focuses on personnel/procedures and suggests that EEO
goal attainment requires identification and investigation of specific obsta-
cles to the hiring and promoting of a targeted population. This position
implies that specific inequities can be overcome by specific actions. Through
the AAP orocess, for example, NAVEDTRACOM organizations have identified spe-
cific obstacles to EEO for all civilian personnel, including 1710s, and ini-
tiated specific actions to overcome those obstacles.

The second viewpoint posits that there are no EEQ barriers per se. Equal
2mp loyment opportunity aoals will be achieved if a manager pursues those
qoals aagressively, is patient upon encountering administrative delays, and
does not hecome frustrated by conflicting government policies. This position
focuses on management/leadership, assumes that a manager has the authority
to make decisions that support EEQ goal attainment, and would exercise that
autnority as a matter of course.
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TABLE 15. [INTERN PROGRAM GRADUATES BY GRADE GROUP BY RACE

f’ FOR NAVEDTRACOM/ALL OTHER DON (N=1,260)
- NAVEDTRACOM ALL OTHERS
(N=743) (N=518)
INTERN NON-INTERN INTERN NON-INTERN
(N=41) (N=702) (N=11) (N=507)

. ALASKAN/ 5 - 8 2
1 INDIAN 9 - 12 2
‘| (N=4) 13 - 15
3
; ASTAN 5 - 8 3 5
; (N=15) 9 - 12 5 1
: 13 - 15 1
¢ BLACK 5_ 8 6 9
- (N=57) 9 - 12 6 16 3 17
[ 13 - 15
: HISPANIC 5 - 8 5 1
3 (N=14) 9 - 12 1 5 1
ﬁ| 13 - 15 1
f WHITE 5. 8 1 122 130
+ (N=1,152) 9 - 12 32 438 5 291
g | 13 - 15 1 96 36
N OTHER 5 - 8 1 5
, I(N=19) 9 - 12 1 3 8
A ; 13 - 15 L 1 0
R |
; i a1 702 11 507
N |
|

MINORITY 7(17.1) 46(6.6) 6(54.9) 50.(9.9)

MAJORITY 34(82.9) 656(93.4) 5(45.5 457(90.1)
. g 41 702 11 507
[

COMBINED MINORITY 13(25.0) 96(7.9)

COMBINED MAJORITY 39(75.0) 1,113(92.1)
' 52 1,209
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TABLE 16. 1710s BY SEX FOR NCFA/ALL OTHER DON
MALE FEMALE TOTAL
NCFA 66 (72.5) 25 (27.5) 91
ALL OTHER
DON 401 (74.3) 139 (25.7) 540
TABLE 17. 1710s BY RACE FOR NCFA/ALL OTHER DON
ALASKAN/ ASIAN BLACK HISPANIC WHITE OTHERS ~ TOTALS
INDIAN
NCFA 0 3(3.3) 1(L.1) 3(3.3) 83(91.2) 1 (L.1) 91 !
ALL OTHER DON 2 (.3) 2 (.3) 27 (5.0) 2 (.3) 503 (93.1) 4 (.7) 540 |
]
TOTALS 2(.3) 5(.8) 28(4.4) 5(.8) 586 (92.9) 5 (.8) 631 |
J

Study results offer support for both perspectives, and barriers identi-
fied from either must be considered. Six general barriers to EEQ are presented
and discussed below. Each has elements of both perspectives, although primary
focus usually is either procedural or managerial. Their combined presence
makes the EEO goal attainment for education specialists complex as well as
difficult.

BARRIER 1: CONFLICT BETWEEN MISSION AND EEO GOAL ACCOMPLISHMENT. No one
would suggest that a manager should not be oriented toward achieving the
mission of his or her organizaticn. That, after all, is what a manager is
hired to do. The merit promotion system is designed to give a manager, whe-
ther civilian or military, the best possible people with whom he/she can
accomplish the work of the organization.

A conflict between accomplishing that mission and meeting EEQ objectives
can arise if the work of the organization requires, or is perceived to require,
personnel with backgrounds or experience most women and minorities do not
possess. To managers facing limited money for training and continuous pras-
sure to meet deadlines, it will seem unproductive to train one person to
perform a job that another person can already do--and do well.
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An education specialist's credibility is largely a function of his or
her ability to contribute to operational or mission readiness. Lack of this
ability, regardless of other assets, lowers credibility. Civilian employees,
and applicants for jobs, who can "speak the language," or decrease this credi-
bility gap in other ways, have a distinct advantage over ones who cannot.
Traditionally, this kind of experience has most often been found in armed
forces veterans or defense industry employees who were, by and large, white
men.

For DON and NAVEDTRACOM minority and women education specialists, the
problem is exacerbated because it occurs in a military environment. For the
military, an operational, combat-ready existence is essential. Well-prepared
subordinates are essential to success and, in some cases, even survival may
depend on an immediate high level of experience. The importance of a social
change such as EEO, particularly when training time is required, is subor-
dinate to operational readiness in the minds of many supervisors.

Lack of credibility can be a particularly difficult problem for women,
most of whom do not have a military background, and for those managers unac-
customed to working with women. With proper orientation, supervision, and
training, lack of operational experience can be dealt with on the job, but
this process takes time during which readiness may suffer. On-the-job training
(0JT) is generally acceptable for familiarization training; long-term train-
ing, intended to develop technical expertise in the inexperienced employee,
requires sacrifice of both time and operational resources, and may not be
realistic despite its potential for long-term positive benefits.

Institutional credibility is a factor particularly affecting minority
personnel. There is a historical, partially accurate, perception that gradu-
ates from predominately minority universities may not, on the average, be as
prepared as either majority or minority graduates from other universities.

In addition, minority schools are often viewed as less likely to have educa-
tion programs which emphasize the kinds of skills (e.g., instructional systems
development) needed by the Navy education specialist to do an effective job.
These circumstances contribute to the element of perceived risk associated

- with recruiting or hiring minority employees.
4
- Credibility factors such as these can be addressed, at least partially,

' through preparatory training. One advantage of the use of training for credi-
3 bility is that it meets the barrier directly. A1l employees in a given cate-
{- gory (e.g., recent hires, new supervisors) usually require certain kinds of
g training. Additionally, each individual has weaknesses which training can
»‘ help eliminate. If women and minority education specialists can normally be
: expected to require such training, management must determine what kind of
t training is appropriate and commit resources to support it.

; In talking about strategies which will help women attain job equality
E. with men, Kanter, an authority on EEQ strategies for industry, says:

;‘ It is important to develop and employ strategies that

; are issue-centered rather than group-type-centered, for

. not all women are disadvantaged in quite the same way,

':
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and some men also suffer from existing system inequities,
so that strategies which help some men but benefit the
bulk of women are more likely, in the long run, to ful-
fill the concern for equity and fairness and to win accep-
tance more broadly in *he organization (Ratner, 1980, p.
321).

In order to encourage Managers to determine what kind of training is
appropriate and commit resources to support it, it is necessary both to reaf-
firm to them top level commitment to EEQ goals, and to give them the informa-
tion required for them to accomplish it. There are many ways to emphasize
the commitment of the CNET and his immediate subordinates to EEO goals--
published interviews, personal letters and visits dedicated to the subject,
and provision for special awards are among them.

To provide the knowledge, a more formal training program, which can be
tailored to local needs, is desirable. There already exists a mechanism for
providing all NAVEDTRACOM managers and supervisors with required EEQ training
through CNET 016, and because of the universal usefulness of training in the
particular techniques of providing training (and/or professional development),
it would be helpful to make this the required EEQ training for one year.

Other useful techniques for managers and supervisors to know with regard to
hiring and promoting (see Barrier 6) should also be included.

CNET Instruction 12950.2, currently planned for revision, which deals
with a Career Development Plan for Education Specialists, and a new instruc-
tion on training for civilian employees (in process) to be published first
as a CNETSTAFFINST, and later as a CNET INST, both contain information on
training that could be valuable to managers and supervisors.

A second way to minimize the credibility gap is to recruit women and
minorities who have the desired background. Larger numbers of these groups
are now working in the Navy's operational environment and many can satisfy
minimum requirements to become an education specialist. As an example, of
the 30 officers now enrolled in the Education and Training Military Sub-
specialty (ETMS) Code (XX37) program, nine are women. As these people retire
or separate from the Navy, they become a potential source of education special-
ists; however, some sort of effort should be established to publicize the
opportunity. The use of this kind of source will increase the general credi-
bility of the 1710 community as a whole, while minimizing the requirement
for training.

BARRIER 2: DECENTRALIZED PROFESSIONAL COMMUNITY. Education specialists

serve in a wide variety of jobs at virtually every command and activity within
NAVEDTRACOM. In some commands, they comprise the largest group of civilian
employees; in others, one education specialist may serve several organization
units. Regardless of assignment, however, a NAVEDTRACOM education specialist
is organizationally responsible to a specific command or activity in the

chain of command headed by the CNET. The head of such an activity has been
delegated sole responsibility for certain civilian personnel actions involv-
ing the 1710 (e.g., hiring, promotion) and may provide support for others
(e.g., professional development). This decentralized structure places
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accountability for every education specialist at the lowest possible level
and establishes the authority for that responsibility at the same level.

Military organizations bring together a variety of occupations within a
single activity to focus on the achievement of a specific mission; such struc-
ture does not support a focus on a single occupation that crosses many activi-
ties, for to do so would lead to a parallel chain of authority and a probable
conflict between the two.

The implications of this condition to enhancement of EEQ within the
1710 community was recognized in the carefully worded statement tasking this
study. The task was not to focus on education specialists, per se, as the
source of change, but rather to design a program "to encourage managers”
within NAVEDTRACOM to address personnel actions regarding education special-
ists with a greater sensitivity for EEO requirements. At the same time,
however, there is a strong, natural tendency to focus NAVEDTRACOM EEQ efforts,
particularly in the area of professional development, on the occupation as a
whole. Education specialists are, after all, a relatively large and visible
group of persons who all have satisfied predetermined criteria. The net
effect of focusing EEQ efforts on an occupational series, however, might be
the establishment of some sort of different--and competitive--organizational
structure. At best, such competition would cause confusion; at worst, command
integrity would be destroyed.

All of these factors--decentralized organizational structure, geographic
dispersion, variety of tasks, and multiplicity of career ladders that has
emerged from this variety--combine to mitigate against EEQ enhancement within
the 1710 community when such efforts are focused on that group as an entity
within NAVEDTRACOM. Nevertheless, the Principal Civilian Advisor on Educa-
tion and Training (Code O0A) to the CNET, who is also the senior education
specialist in the Navy, is tasked to provide "overall guidance and leadership
for the continuing career development of the Navy's Education Specialist
community.” A part of that function involves the career development enhance-
ment for women and minorities.

The development and use of a data base describing 1710 community EEO
characteristics would be an essential element in accomplishing this task.
Such a data base is available in the PADS. The EEO data in this report and
in the CNET's Transition Period AAP Report, will serve as a baseline profile
of 17.0 EEO characteristics. These data must be updated periodically so
professional series trends can be noted. Other data systems may also prove
useful. CNET is currently examining several of these including the recently
developed CNET Automated Manpower and Personnel Resource System (CAMPERS)
for future use.

Successful guidance in career development efforts is facilitated by the
use of accurate work-forces profile data. When these data show EEOQ progress
or problems, the Principal Civilian Advisor may send representatives to the
field to examine causes and to applaud or alert responsible line organiza-
tion personnel,
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BARRIER 3: LIMITED ACCOUNTABILITY FOR MEETING EEQO GOALS. NAVEDTRACOM EEO
directives establish the methodology for adherence to legal requirements and
suggest measures of accountability. By and large, these measures are inef-
fective. The reshaping of the education specialist work force to include
more women and minorities requires strong upper echelon support for midlevel
managers who may be required or perceive themselves to be required to take
risks that could significantly affect their organization or their careers.
The force of personal interest in EEO goal achievement at all organizational
levels by all NAVEDTRACOM leaders is essential to ensure that "lessons learned"
in the past will be used in new and different situations with new and differ-
ent people. Managers must receive clear and unequivocal direction, including
statements of accountability, from those with the authority to enforce such
statements. Asking that managers and supervisors of education specialists
focus their EEQ efforts on that community can be part of that direction. For
civilian members of the Merit Pay System (MPS), this can be done through the
EEQ goal required of them.

BARRIER 4: COMPETING GOVERNMENT POLICY: Government policy aimed at helping
different disadvantaged groups gain equal employment opportunity often does
not result in equal treatment for all groups or smooth functioning of EEO
programs.

The primary example of conflicting government policies is the incompati-
bility between AAPs designed to help women and minorities and similar pro-
grams to assist veterans. To a lesser extent, competition with programs for
the handicapped and several provisions of the Privacy Act also impede EEQ
efforts for women and minorities.

Conflicts with Veterans. The mechanisms by which EEOQ goals are pursued are
different for women and minorities than for veter.ns. In the former case
EEQ goals are pursued with a view toward changing managers' attitudes and
actions concerning hiring, promoting, and providing professional develop-
ment. Behavioral change is tracked through data collection and analysis and
maintaining comparisons of work-force profiles and relevant statistics from
the population as a whole.

Selected categories of veterans, on the other hand, are supported in
their "bid" for Federal employment by "extra points" in the applicant evalua-
tion process. The manager is not required to meet employment goals for minor-
ities and women if a list of employees obtained through a personnel system
is structured according to Federal law to offer preference to certain veterans.
Prior to December 31, 1976, the primary requirement for qualification for
the five point preference (service, but no disability) in Federal employment
application was completion of 181 days of service and discharge under honor-
able conditions. Subsequent to 1976 only those veterans who participate in
actual military campaigns are authorized five preference points. Since pussaa
of the Civil Service Reform Act of 1978, the qualifications are restricted
further. Retired officers 0-4 and above, are excluded from five point con.id-
eration. Disabled veterans, however, still continue to receive 10 poirts.
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The detrimental impact of veterans preference on AAPP goals for women
who, by and large, are not veterans remains high, but there is one important
indication this may begin to abate for the NAVEDTRACOM GS 5-9 education spe-
cialist positions in the near future. Table 18 contains the number of
NAVEDTRACOM education specialists by grade and age groups. Age groups are
slightly modified from previous tables in order to compare this data with
the veterans population projections contained in table 19. Twenty-five per-
cent of all NAVEDTRACOM GS 5-9 1710 series education specialists are 34 or
younger and 55 percent are 39 or younger. The number of veterans 34 or
younger and qualified for the five point preference is in significant
decline and projected to continue to decline barring U.S. involvement in
future military action. The 35-39 age group is also expected to decline
starting in the 1984-85 timeframe. Some higher age groups will experience
increases over the next decade as the bulk of Vietnam veterans age. The
figures in table 19 demonstrate that veteran preference will probably ! ve a
differential effect on NAVEDTRACOM education specialist hires during the
next decade. The impact on lower position hires (GS 5-9) should diminish as
these jobs tend to be held by predominantly younger people. As the Vietnam
veterans advance in age, however, there will be an increase in applications
from five point veterans for mid and senior level positions. Thus, it will
be more difficult to fulfill AAPP goals for women in those positions.

TABLE 18. NUMBER OF NAVEDTRACOM EDUCATION SPECIALISTS (SERIES 1710)
BY GRADE AND AGE GROUP

GRADE
AGF. 5 7 9 10 11 12 13 14 15
25-29 - 3 6 - 3 1 - - -
30-34 2 2 15 - 13 10 - - -
35-39 1 6 26 - 23 27 6 - -
40-44 1 - 13 1 22 20 12 1 -
45-49 3 1 9 - 12 19 6 4 -
5u-54 - - 11 - 16 23 21 6 -
55-59 - - 9 - 14 23 10 6 -
60+ - 1 3 - 11 21 10 6 1
46
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TABLE 19. PROJECTED NUMBER OF VIETNAM ERA AND PREVIETNAM ERA VETERANS
BY AGE (IN THOUSANDS) AS OF SEPTEMBER 30, 1982

AGE
YEAR 25-29 30-34 35-39 40-44 45-49 50-54 55-59 60-64
1982 1,216 2,949 3,522 2,577 2,663 3,528 4,320 4,003
1983 878 2,441 3,634 2,693 2,518 3,440 4,077 4,147
1984 578 2,066 3,840 2,819 2,454 3,252 3,847 4,237
1985 299 1,794 3,726 3,026 2,398 3,015 3,657 4,228
1986 87 1,547 3,379 3,327 2,428 2,814 3,474 4,086
1987 12 1,219 2,949 3,564 2,575 2,583 3,336 3,938
1988 - 878 2,441 3,812 2,690 2,447 3,258 3,719
1989 - 576 2,067 3,884 2,814 2,389 3,081 3,513
1990 - 296 1,797 3,771 3,022 2,337 2,85 3,346
1991 - 8 1,552 3,425 3,323 2,368 2,669 3,186
1992 - 12 1,228 2,998 3,558 2,515 2,451 3,065
*Source: Projected Veteran Population by Age and Period of Service,

Alternate XV (In Thousands), Office of Reports and
Statistics, Statistical Review and Analysis Division,
Veterans Administration

The data in tables 18 and 19 suggest that NAVEDTRACOM mznagers attempt-
ing to reach AAPP goals for women education specialists target entry level
and GS-9 positions by (1) recruiting designed to reach a younger population,
(2) keeping positions low in grade in order to attract lower age group person-
nel which will be increasingly void of five point veterans, and (3) developing
those personnel hired so that they car compete favorably when they enter the
Targer population of 35-60 year olds occupying and seeking advancement in
the mid and senior level positions. A areater proportion of those individ-
uals will be five point veterans. The present appears to be a particularly
favorable time to consider developing and using the lower positions of 3
trainee program for this purpose. In addition, the use of multiple opening
announcements when possible facilitates selection of nonveterans without
penalty to veterans. Attempts to circumvent the Federal personnel system in
order to "reach" qualified nonveterans should nnt be encouraged. Not only
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is this action of questionable ethical foundation, but it is based on the
stereotype of the five point veteran as an older World War II or peacetime
veteran who has already received sufficient benefits from his initial
sacrifice. There are data to suggest otherwise. Table 20 contains the
number of Federal hires from 1976 to 1981 with the proportion of veteran and
nonveterans hired and, of those veterans hired, the percentage of Vietnam
era veterans. Veteran hires in the civilian Federal work force comprise

about one-fifth of the hires, but of those veterans hired approximately
three-fourths are Vietnam era veterans. These veteran figures include all
10 point disabled veteran hires.

TABLE 20. TOTAL NEW VIETNAM AND VIETNAM VETERAN FEDERAL
HIRES FROM FY 1976-1981

i 76 77 78 79 80 81

i
Total New Mires 400,635 399,056 423,037 377,319 452,723 372,463
Veteran Hires 87,927 87,875 88,120 83,532 102,195 83,936

Vietnam Veteran
Hires 61,985 63,824 65,145 64,297 77,325 62,213
I
iPercentage of
| Veteran Hires 21.9 22.0 20.8 22.1 22.6 22.5

Percentage of
Veteran Hires
Comprised of
Yietnam Era
Veterans 70.5 72.6 77.0 77.0 75.7 74.1

!Percentage of

. Veteran Hires

! Comprised of

Pre-Vietnam

Fra Yeterans 29.5 27.4 23.0 23.0 24.3 25.9

I
]

EPercentage of
. Nonveteran
Hires 78.0 78.0 79.2 77.9 77.4 77.5

*Source: Veteran Employment Program Division, Office of Personnel
Management
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A short term solution to the problem of competition from veterans is to
recruit women and minorities who are veterans.

Three universities were contacted during this study to see to what extent
they had students who were both veterans and becoming qualified as education
specialists. These schools were selected to represent a school carrying the
ETMS curriculum (University of West Florida), a black schonl (Florida A&M
University), and a school noted for its instructional technology program
(Indiana University). The numbers of veteran students specializing in areas
of education useful to the Navy are small; yet, they do exist and an individual
manager or supervisor may do well to investigate this as a source of applicants
to recruit either at local schools or at ones producing graduates with partic-
ular specialities required by his/her department since women and minority
veterans could compete effectively with other veterans on Federal registers.

Related to this, U.S. Navy officers holding an ETMS Subspeciality were
categorized to determine potential interest in the education specialist career
field. A list of all officers with the subspecialty on 24 July 1982 (N=739)
was obtained. First, all officers with T-(training), R-(proven experience),
and S-(experience) coded subspecialities were eliminated because it was assumed
most of them would not have the 24 credits in education required to be an
education specialist. Of those remaining, those nonreserve officers at the
rank of lieutenant commander or above were eliminated. (Since their retire-
ment pay would be reduced if they came back to work for the Navy as civilians
after retirement, it was presumed that most of them would prefer to work
elsewhere.) This leaves a total of 36 officers holding the ETMS subspecialty
who could qualify as education specialists and who would not lose retirement
benefits if they did join Federal service. Of these 36, it cannot be assumed
that most are women and/or minoriti:s or that they are interested in leaving
the Navy.

This suggests that keeping track of these people through a centralized
system would not yield sufficient women and minority veteran applicants to
justify the system's existence. However, as tables 10 and 11 show (pp. 33-
34), 63.4 percent of NAVEDTRACOM 17XX series personnel have a military back-
ground including some women and members of all minority groups. Therefore,
individual managers and supervisors may be able to identify individual women
and minority officers and enlisted personnel who, despite retention efforts,
intend to leave the service when their commitment ends and encourage them to
become qualified as education specialists (if they are not already so). Such
people are uniquely qualified for many positions within NAVEDTRACOM and by
simply being alert to the opportunity and providing encouragement, a super-
visor may gain highly qualified women and minority education specialists who
could compete successfully on a register because of their veteran status.

Conflicts with the Handicapped. Affirmative action programs for the hand-
icapped are examples of programs which, while worthwhile in themselves,
compete in uncoordinated ways with EEQ. AAPs. [f a handicapped person is a
disabled veteran, he or she has an advantage over any other handicapped or
nonhandicapped woman or minority competing for a job. Given the option of
hiring a woman, a minority, or a hdandicapped white male, a manager cannot
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determine which has priority or, more fundamentally, which AAP? should be
given emphasis.

Problems of Privacy. A person's right to privacy deters EEO goal attainment

in a different way. OPM Form 1386 (10/79) requests information from applicants
that is needed to pinpoint which part of the employment process--recruiting,
hiring, or promoting--requires emphasis for EEQ goal attainment. Filling

out this form is not mandatory; a person has the right not to disclose this
information. Examination of the files of eight merit promotion announcements
for education specialists revealed that a majority of applicants do not submit
the form.

Without these basic data, EEOQ will be largely hit-and-miss. For example,
a measure that would answer the question "Is FEORP working?" is the number
of women and minority applicants for positions. This and similar information
is only now beginning to be collected within NAVEDTRACOM, and its analysis
should provide direction to future efforts, including a measure of the success
of different strategies.

BARRIER 5: COMPETITION WITH OTHER FMPLOYERS. Most people who have the quali-
fications to become a DON education specialist do not start their academic
preparation with the intention of becoming one. By and large they are pur-
suing careers in teaching or educational administration at secondary schools
or colleges. A smaller number plan to work for private industry as instruc-
tional designers or developers. Information about the education specialist
career field should be presented to potential women and minority applicants
so as to interest some in pursuing it early enough to permit them to tailor
their educational programs to include required skills and knowledges. This
does not necessarily mean an active recruiting process but rather providing
an awareness of opportunity. EEO experts have suggested that this be done
regardless of the current hiring outlook for education specialists, since it
is a relatively inexpensive procedure and can create a more positive image
of the education specialist career field.

Recruiting is the first area in which we compete with other employers
for capable employees and one for which managers and supervisors share the
responsibility with CPOs for completing. Since recruiting is the first step
toward hiring, it is important for managers and supervisors to have the know-
ledge and tools for accomplishing the job.

Three DON civilian career fields (engineering, financial management,
and personnel management) have centralized recruiting efforts at the entry
level and those efforts are often tied to an active, centrally coordinated
intern program as well. Publicity, application and interview, and placement
in the intern program are coordinated *o provide the new employee a profes-
sional image and sense of direction. .ris process aids in competition with
the private sector. By comparison, if a potential education specialist
receives assistance in understanding and coping successfully with the
Federal Register system, it is due largely to luck. Providing accurate and
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coherent direction and assistance regardless of candidate status, is essen-
tial to maintaining the kind of attitude that will attract the most quali-
fied applicants.

Recruiting need not be limited to entry level and/or recent college
graduates. As previously noted, Naval officers and enlisted personnel leav-
ing the military with an ETMS background or experience in NAVEDTRACOM are an
excellent recruitment source. These people offer military training experi-
ence, and thus have an immediate credibility that people outside government
often do not have. We must let such persons know the opportunities and bene-
fits of working for the Federal govzrnment as members of the 17XX series.

BARRIER 6: INEFFICIENT UTILIZATION OF CIVILIAN PERSONNEL OFFICES. Civilian
personnel procedures applicable to the hiring and career development of educa-
tion specialists are complex. New supervisors/managers, particularly active
duty personnel coming in contact with civilian personnel policy for the first
time, may not have sufficient knowledge to apply these procedures effectively.
This is particularly true with regard to EEOQ policies and procedures, where
even experienced managers sometimes have difficulty.

Problems in personnel recruiting and hiring include:
. inadequate lead time for broad-based recruiting

. unfamiliarity with EEQ and personnel matters (particularly of civil-
ian personnel procedures by military managers)

. inconsistent use of and limited access to FEORP applicant supply
files
. variability in the degree of coordination between hiring officials

and classifiers resulting in (1) lack of precision in pertinent
documents and procedures (e.g., position descriptions, vacancy
announcements and rating procedures) and (2) lack of familiarity
by classifiers of the variety and scope of organizational functions
assigned to education specialists.

On one hand, managers and supervisors should know enough about hiring
and promoting to carry out personnel functions responsibility. On the other
hand the CPO is the expert in applying civilian personnel policy to help
achieve EEO goals. Attempts to record "lessons learned" in this process for
utilization by supervisors would he time consuming and an inappropriate exten-
sion of the manager's role. Instead, he or she should learn how to use the
CPO to accomplish EEO goals. Greater management understanding of the person-
nel process should result from a close working relationship with the support-
ing CPO, rather than from developing competing expertise.
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SECTION IV

CONCLUSIONS AND RECOMMENDATION
CONCLUSIONS

Data describing GS/GM-1710 series personnel and other information acquired
during this study support the following conclusions related to EEO enhancement
for women and minorities within NAVEDTRACOM:

1. Adequate policy guidance exists in current instructions or similar
documents to provide a framework for EEOQ enhancement program design. However,
the primary document which includes GS/GM-1710 career program development
guidance (CNETINST 12950.2) is outdated.

2. Entry level programs (intern, co-op) exist and are used to mitigate
underrepresentation of women and minorities to some extent.

3. Women have achieved parity at the 5-8 grade level in the GS-1710
series. They are underrepresented at all other grade levels; this underrepre-
sentation is particularly acute at and above grade level 13.

4. Except for black women in the 9-12 grade level group, all minority
groups are underrepresented at all levels within the 1710 series. Again,
they are most severly underrepresented above the 12 grade level.

5. Three-fifths of NAVEDTRACOM GS-17XX series personnel have had prior
military experience. While 82.8% of the men in this group have had military
experience, only 11.6% of the women have. Among 17XX minority representatives
in NAVEDTRACOM, less than half have had prior military service; among majority
members, almost twice as many people do show prior service as do not.

6. The average age and average length of service is greater for 1710
nen than 1710 women. Among minorities for whom sufficient descriptive data
exist, Blacks are substantially younger and have fewer years of Federal ser-
vice than other groups; similarly, 1710 Black personnel are younger than
Blacks in other series, while Hispanics and Asians tend to reflect the norms
of those communities.

7.  The intern program for 1710 series personnel established and managed
by CNET from 1973 to 1976 produced much higher percentages of women and minori-
ties than exist among the rest of the NAVEDTRACOM population. More impor-
tantly, both women and minority intern program graduates have done as well
in obtaining promotions as have men and minority program graduates.

8. 1710 personnel who are in Navy Campus for Achievement (NCFA) assign-
ments reflect the same EEO characteristics as a whole.

9. Conflict between mission and EEQ goal accomplishment can be addressed
by:

. reaffirming the commitment of upper level management to achieving
EEO goals
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° providing NAVEDTRACOM managers and supervisors with needed
information about professional development for subordinates.

10. To provide overall guidance and leadership to the Education Spe-
cialist Community within the NAVEDTRACOM requires access to an accurate and
complete data base describing that community. Such information exists and
is available for use.

11. Merit Pay System EEO objectives are a mechanism which can be
exploited to insure that civilian managers and supervisors of education spe-
cialists have EEQO goals related to hiring, promoting and/or providing profes-
sjonal development to women and minority education specialists.

12. Future trends in ages of persons eligible for veteran's preference
suggest that it may be continually easier to obtain nonveteran women and
minorities at lower grade levels.

13. Two veteran populations exist which contain women and minority
members who could be recruited as education specialists: (a) Veterans who
are obtaining major or minors in education at colleges or universities, and
(b) Officers holding an ETMS subspecialty who, despite retention efforts,
intend to leave military service. While neither of these groups is large
- enough to warrant a centralized tracking system, managers and supervisors
. should be alert to the possibility of obtaining their members.

ﬁu 14, Recruiting women and minorities is a responsibility managers and
7 supervisors share with CPO's and one for which CNET should provide support.

15. Managers and supervisors do not need to become experts in applying
civilian personnel policy; they do, however, need to know enough to develop
a working relationship with the servicing CPO, and to act responsibly on
personnel matters under their cognizance.

RECOMMENDATION

The appendix to this report contains a plan to encourage managers and
supervisors to hire, promote, and provide professional development to capable
women and minority education specialists in the NAVEDTRACOM. This plan is
based on the above conclusions, and its adoption is recommended.

53

»

3

r

1

3

..

lu

h

b

)

X
b
f

'.

3

},
’.
[




.......

Technical Report 126

REFERENCES

Atwater, D. M., Niehaus, R. J. and Sheridan, J. A. EEQ External Relevant
Labor Force Analysis. Research Report No. 37, September 1980.
Office of the Assistant Secretary of the Navy (Manpower, Reserve
Affairs and Logistics), Washington, DC 20350.

Civilian Executive and Management Development. SECNAVINST 12412.1,
30 April 1974. Office of the Secretary of the Navy, Washington, DC 20350.

Civilian Personnel and Position Actions. CNETSTAFFINST 12290.1D, 5 January 1982.
Chief of Naval Education and Training, Pensacola, FL 32508.

Civilian Personnel/Equal Employment Opportunity Directives System
lCIVPER§/EEODIRgY§). OPNAVINST ?gUGU.II, 9 March 1981. Office of the

Chief of Naval Operations, Washington, DC 20350.

Civilian Personnel/Equal Employment Opportunity Directive System.
SECNAVINST 5215.16, 11 February 1981. Office of the Secretary of the
Navy, Washington, DC 20350.

Civilian Personnel Management. CNETINST 12250.1B, 10 March 1981. Chief of
Naval Education and Training, Pensacola, FL 32508.

CNET Staff Command Action Plan (CAP): Promulgation of. CNETSTAFFINST 5354.2C,

27 January 1981. Chief of Naval Education and Training, Pensacola, FL 32508.

Department of the Navy Education Specialist Career Program Work Force
Characteristics FY-8l. Office of the Chief of Naval Operations,
Washington, DC 20350.

Department of the Navy (DON) Affirmative Action Program and Plans.
SECNAVINST 12713.12, 3 April 1981. Office of the Secretary of the Navy,
Washington, DC 20350.

Department of the Navy Federal Equal Opportunity Recruitment Program (DON FEORP).
SECNAVINST 12720.1A, 18 March 1981. Office of the Secretary of the Navy,
Washington, DC 20350.

Department of the Navy Upward Mobility Program (UMP). SECNAVINST 12410.21,
18 March 1981. Office of the Secretary of the Navy, Washington, DC 20350.

NDOD PROGRAM FOR STABILITY OF CIVILIAN EMPLOYMENT. SECNAVINST 12330.38B,
3 March 1981. Office of the Secretary of the Navy, Washington, DC 20350.

Equal Employment Opportunity (EEQ) Objectives in the Merit Pay System.
SECNAVINST 12720.2, 30 January 1981. Office of the Secretary of the Navy,
Washington, DC 20350.

54




T,

T

LR o= pasue

i g~ |

PN S S NS Y

Technical Report 126

REFERENCES (continued)

Equal Employment Opportunity Policy and Program Administration. CNETINST

12713.2A, 6 January 197/8. Chief of Naval Education and Training,
Pensacola, FL 32508.

Implementation of the Denartment of the Navy Federal Equal Opportunity

Recruitment Program. OPNAVINST 12720.1, 23 February 1981. Office of
the Chief of Naval Operations, Washington, DC 20350.

Lau, A. W., Broding, S. K., Walters, S. K., Newman, A. and Harvey, P. M.
The Nature of the Navy Civilian Executive Job: Behavior and
Development. Technical Report No. 79-27, July 1979. Navy Personnel
Research and Development Center, San Diego, CA 92152.

Management and Executive Development Plan. CNETINST 12410.1, 6 September
1978. Chief of Naval Education and Training Pensacola, FL 32508.

Multi-Year Affirmative Action Program Plans (AAPP) for Fiscal Year 1982 -
1986. CNETSTAFFINST 12713.2A, 23 February 1982. Chief of Naval
Education and Training, Pensacola, FL 32508.

Naval Education and Training Command Civilian Education Specialist Career
Development Program. CNETINST 12950.2, 24 February 1975. Chief of
Naval Education and Training,Pensacola, FL 32508.

Naval Education and Training Command Equal Employment Opportunity and

Civilian Personnel {NAVEDTRACOM EEQ/CIVPERS) Council. CNETINST
12713.4A, 23 October 1980. Chief of Naval Education and Training,
Pensacola, FL 32508.

Niehaus, R. F. and Nitterhouse, D. Planning and Accountability System for
EEQ0 and Affirmative Action Policy. Research Report No. 38, September
1980. Office of the Assistant Secretary of the Navy (Manpower, Reserve
Affairs and Logistics), Washington, DC 20350.

Nitterhouse, D. Department of the Navy EEQ Internal Recruitment Study.
Research Report No. 36, September 1979. Office of the Assistant
Secretary of the Navy (Manpower, Reserve Affairs and Logistics),
Washington, NC 20350.

Ratner, R. S. (Ed.) Equa) Employment Policy for Women. Philadelphia:
Temple University Prass, 1980,

The Professional Logistician. Civilian Logistics Intern Center, October
1981, Naval Material Command, Mechanicsburg, PA 17055,

Training Agreement for Developing Key Personnel. OPNAVINST 12410.10A, 8
September 1980. Office of the Chief of Naval Operations, Washington,
DC 20350.

55

e



.......

..............................

Technical Report 126

REFERENCES (continued)
Upward Mobility Handbook. SECNAVINST 12000.23, 29 March 1977. Office of

the Secretary of the Navy, Washington, DC 20350.

Upward Mobility Program. CNETSTAFFINST 12410.2B, 5 August 1981. Chief of
Naval Education and Training, Pensacola, FL 32508.

Upward Mobility Program. OPNAVINST 12713.4, 13 November 1980. Office of
the Chief of Naval Operations, Washington, DC 20350.

Upward Mobility Program. SECNAVINST 12713.11, 15 October 1980. Office of
the Secretary of the Navy, Washington, DC 20350.

56




R O RO T - "1
Technical Report 126
|
l
APPENDIX
PLAN TO ENCOURAGE MANAGERS AND SUPERVISORS TO HIRE, PROMOTE, AND
PROVIDE PROFESSIONAL DEVELOPMENT TO CAPABLE WOMEN AND
MINORITY EDUCATION SPECIALISTS IN THE NAVEDTRACOM
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PLAN TO ENCOURAGE MANAGERS AND SUPERVISORS TO HIRE, PROMOTE, AND
PROVIDE PROFESSIONAL DEVELOPMENT TO CAPABLE WOMEN AND
MINORITY EDUCATION SPECIALISTS IN THE NAVEDTRACOM

This plan consists of eight areas of emphasis that encourage managers
and supervisors to hire, promote, and provide professional development to
capable women and minority education specialists in the NAVEDTRACOM. After
each area is described, and the rationale for including it is given, specific
actions to be taken within each area, the CNET code responsible for taking
the action and the time when it should occur, are listed. Figure A-1 is a
timeline depicting completion of the plan.

AREA ONE

Encourage managers and supervisors under the Merit Pay System (MPS) of
education specialists to develop appropriate EEO objectives related to hiring,
promoting, and providing professional development to women and minority edu-
cation specialists.

Rationale: Because civilian managers and supervisors under the MPS are held
accountable for their EEO objectives, relating these objectives to hiring,
promoting, and providing professional development to women and minority edu-
cation specialists should increase attention to this area. The education
specialist series was targeted in NAVEDTRACOM through the 1980 Transitional
Period AAPP due to underrepresentation of women and minorities; it is there-
fore a career field in which this kind of action should be taken.

Actions:

a. Interview CNET (Code 00A) about the role of managers and supervisors
in hiring, promoting, and providing professional development to capable women
and minority education specialists. This interview is intended to publicize
the problem of underrepresentation in the education specialist community to
make managers and supervisors aware that a high level expectation exists
that they can and will address underrepresentation. Annex 1 contains a list
of the questions for the interview as well as information found during this
study which may be useful in addressing these questions.

Cognizant Code: 0024

Time: January or early February 1983 in order to have interview appear in
Spring, 1983.

b. Send a letter to MPS members emphasizing the CNET's commitment to
LE0 goals and encouraging special attention to EEQ problems in the education
specialist community through MPS objectives. Annex 2 contains a draft of
such a letter.
Coanizant Code: QOA

Time: May 1983
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Action

Cog
Code

1983
J F M A J J

la

1b

ic

1d

3a

3b

3¢

3d

4a

ab

4c

Sa

5b

7a

7b

Interview 00A regarding manager/
supervisor role and publish

Send letter to manager/supervisor
suggesting MPS EEQ objectives relate
to education specialists

Ask chairman MPRB to review EEQ
objectives to make certain command
obj. w/regard to ed specs are met

Expand recognition for achievement
in EE0 to manager/supervisor who
makes significant progress in
targeted career fields

Forward topics to Code 016 for
staffing seminar. Develop seminar

Ask the CNET to remind CPOs
servicing NAVEDTRACOM to assist
manager/supervisor

Request compilation of ASDF and
use data

Monitor extent of ASDF usage

Identify commands/activities with
successful FEORP programs and see
if methods would be applicable
elsewhere

Share findings of study with
supervisors

Continue development of brochure
for ed spec career field

Identify problems managers have in
recruiting, hiring & promoting women
& minority education specialists.
Forward to OP-14 if appropriate

Send personal copies of revised
CNETINST 12950.2 to managers and
supervisors of education specialists

Incorporate recommended display of
career development plan in revised
CNETINST 12950.2

Promulgate a Needs Assessment for
the Individual Development Plan
through revision of CNETINST 12950.2

Promulgate "Development of a Long
Range Plan" to Managers of Education
Specialists

Support effort by Code 00Al to
assess value of training for
women & minorities as part of
revised CNETINST 12950.2

Establish procedure for discussing

EEQ problems w/managers during
routine visits

Figure A-1.

0024

00A

00A

00E

00A,

016

00A
016
01A
TAEG

00A

00AL

TAEG
00A

00A

00A1

00AL

016

00A

—t

€—————(To allow necessary time)

1—00A— 016

A 4

p———t

Ongoing, during inspections

—

After new series are established

(TAEG will begin when tasked)

After revision of CNETINST 12950.2

During revision of CNETINST 12950.2

During revision of CNETINST 12950.2

|

During revision of CNETINST 12950.2

Ongoing when appropriate

Summary of Actions in Plan
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c. Send a memorandum (Annex 3 is a sample) to the chairman of the
Merit Payv Review Board (MPRB), requesting that when MPS EEO objectives are
reviewed for conformance with overall command EEQ goals, inclusion of objec-
tives addressing the special EEQ problems of the education specialist series
be monitored.

Cognizant Code: O00A
Time: May 1983

d. Expand honorary recognition for achievement in EEO to include a
manager or supervisor who makes significant progress toward hiring or
promoting minorities and women in targeted career fields. Annex 4 describes
more fully the rationale behind this action.
Cognizant Code: OOE

Time: 1In place by October 1983

AREA TWO

Initiate an EEO workshop for NAVEDTRACOM managers and supervisors which
focuses on strategies and procedures for hiring women and minorities as well
as how to facilitate their professional development. While the topics
addressed by the course should remain constant, a local EEQ officer and CPO
representative should be present to put the course in proper context for
local conditions and procedures.

Rationale: EEO courses for managers and supervisors tend to be long on
philosophy, history, and legality but short on methodology for accomplishing
lofty goals. People are more apt to attempt to do something when they know
how to go about it.

Actions:

a. Forward via Annex 5, topics for a staffing seminar (Annex 6), to
CNET (Code 016) with the recommendation that it serve as the basis for annual
EEO training for managers and supervisors.

Cognizant Codes: O00A (to forward the topics) and 016 (to develop the course)
Time: O0OA - January 1983

016 - January 1984 (completion)
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}n AREA THREE

Ensure that CPOs assist managers and supervisors in using the most appro-
’ priate sources for candidates for unfilled positions to increase the number
. of women and minorities in the education specialist career field. CPOs must
[- also collect data to determine how effective these sources are in overcoming
h! underrepresentation. Future action in this area will be based on the analysis

of these data.

Rationale: The most willing supervisor cannot do much to hire women
and minorities unless there is a way to bring them into the civil service
system more readily than at present. Also, it does the command as a whole
little good in terms of meeting its goals if one NAVEDTRACOM supervisor
meets his/her goals by hiring away another NAVEDTRACOM's woman or minority
education specialist.

Actions:

i"r"rvﬁ'flv......

a. Ask CNET to send a letter via the proper chain of command to CPOs
servicing NAVEDTRACOM asking them to assist managers and supervisors in every
legitimate way possible to hire and promote women and minority education
specialists. Annex 7 is a draft of this letter. This reinforces a letter
previously sent by the CNET to managers and supervisors in the NAVEDTRACOM
laying out his EEQ policy and his expectation that it will be carried out.

Cognizant Code: 0O0A
Time: January 1983

b. Request semiannually a compilation of data from Applicant Supply
Data Forms for education specialist positions which would show by minority
b group and sex those applying for the job, those certified for the position,
! and those selected. (One of the EEQ objectives for Code 00E this year is
improving the rate of return of this form.) As of 1 December 1982, sub-
ordinate commands and activities will be required to furnish the data found
in Annex 8 (enclosure (1) to SECNAVINST 12720.1A) for each open position.

f. Based on this, O0A can decide where concentrating future EEQ activity would
be most beneficial--recruiting, hiring, promoting, or providing professional
development.

Cognizant Codes: O00A (to request and use information) and 00E (to provide
information).

Time: March 1983 and semiannually thereafter
c. Monitor the extent of Applicant Supply Data Form (ASDF) usage
through the command inspection program carried out by the CNET Inspector
P General (IG) as part of any command inspection that addresses CPO
performance.
Cognizant Codes: 016, 01A

Time: Ongoing, as each new inspection is announced.
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d. Request and consolidate information from CPOs and functional com-
manders that will identify successful FEORP and hiring policies and procedures.
Cognizant Activity: TAEG, 016

Time: Immediate

AREA FOUR

Share findings of this study which may enable managers and supervisors
to hire and promote women and minority education specialists more easily.
Ask them to document problems they have in recruiting, hiring, and promoting
women and minority education specialists.

Rationale: As stated above, managers and supervisors cannot be persuaded to
do something it is impossible for them to accomplish. Giving them new ideas
may result in positive actions. If all attempted efforts to facilitate their
hiring of women and minority education specialists fail, this should be known
by higher level authority so corrective action can be initiated.

Actions.

a. Send Annex 9 to managers and supervisors of education specialists.
Cognizant Code: O00A
Time: January 1983 (with responses following intermittently)

b. Publish a brochure to help managers effectively, efficiently, and
attractively communicate to potential job applicants essential information
about Federal employment and civilian career opportunities for educators
within NAVEDTRACOM and/or DON. Annex 10 supports this.

Cognizant Code: 0O0Al (in concert with ongoing activities to do same)
Time: June 1983

c. Develop, administer, and analyze a questionnaire that will pinpoint
prob i 1s managers and supervisors have in recruiting, hiring, and promoting
#omen and minority education specialists. Forward results to CNO (OP-14) if

appropriate,

Cognizant Code: TAEG (to develop, administer, and analyze questionnaire) 4
and UNET (Code 00A) f{to forward results).

Timo: January 1983-July 1983
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AREA FIVE

Inform NAVEDTRACOM managers and supervisors of education specialists of
career ladders and career development programs for education specialists.

Rationale: If a manager/supervisor is to support professional develop-
ment of women and minority education specialists, he or she should have the
information that allows effective decisionmaking and counselling with regard
to professional development (especially that training done to make a person
more promotable).

Actions:

a. Send personal copies of CNET Instruction 12950.2 to all managers
and supervisors of education specialists when it has been revised. The cover
letter should call attention to specific actions required of managers and
supervisors relative to education specialist career development and contain
b a reminder that equal opportunity applies to training and career development,
e not only to hiring.

Cognizant Code: 0O0A

Time: When revision is complete.

-

ﬂﬂ b. Include Annex 11 as an enclosure to CNET Instruction 12950.2

3 (revised) to display the organization of the career development plan to mana-

gers and supervisors.

Cognizant Code: 00Al

Time: During revision of instruction.

AREA SIX

Support first-line supervisors in their attempts to develop individual
development plans (IDPs) with and for education specialists. In addition to
meeting immediate training needs, these IDPs should provide a series of exper-
iences for education specialists that will enhance promotion potential and
expand responsibilities.

Rationale: Development of an IDP is a method for determining a person's
goals, uncovering weaknesses that would prevent accomplishing the goals, and
making plans to overcome the weaknesses. A supervisor who goes through this
process with each of his/her education specialists will have a better under-
standing of how to provide professional development to each of them most
effectively, and should be more likely to award training on the basis of

_ merit. This process will also furnish useful information to the next level
¢ of supervision who must integrate individual needs with departmental needs.

i. |
{ _
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Action:

Promulgate Annex 12, Needs Assessment for Individual Development Plan,
through revised CNET Instruction 12950.2.

Cognizant Code: 00A
Time: March 1983

AREA SEVEN

Assist COs, 0ICs, and DOTs in analyzing local hiring patterns and in
developing activity-wide training goals that integrate with IDPs activity
needs. This process should include a comparison of the equality and avail-
ability of the training provided to women and minorities with the value of
the training provided to nonminority men.

Rationale: This training program will give the manager a vehicle for deter-
mining that the members of his or her department are receiving the kind of
training that will enable the department to meet future challenges effectively.
The assessment will also make it clear whether or not the training is being
divided equitably so all members of the department can participate in its
future insofar as they are capable.

Action:

a. Promulgate Annex 13 to managers of education specialists.
cognizant Code: 00A
Time: March 1983

b.  Support effort by CNET (Code 00Al) to include assessment of value
of training provided to women and minorities compared to that provided to
white men as enclosure to revision of CNET Instruction 12950.2.

Cognizant Code: 0O0A

iwrz During revision of instruction.

AREA EIGHT

Establish a regular procedure among CNET OOA and senior level managers
and lead education specialists for discussing hiring, promoting, and profes-
sional development of education specialists. Such discussions might take
nlace during routine visits to NAVEDTRACOM commands and activities and vice
Vversad.,

Rationale: This will emphasize to managers (and therefore to supervisors)
that these matters are a priority concern of higher level manaaement.
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Action:

Arrange for time to discuss employment and promotion of, and profes-
sional development for, education specialists with senior level managers and

Specific topics will vary according to the problems and issues important at

Cognizant Code: QO0A

Time: Ongoing

e e e i e b il b e oot b i T W SRR

e Ko b s b i e o e

lead education specialists when visiting subordinate commands and activities.

the time of the visit; Annex 14 contains samples of topics for consideration.
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INTERVIEW OF CNET (CODE O0O0A)
Questions

1. How serious is the problem of underrepresentation of women and minorities
in the Naval Education and Training Command (NAVEDTRACOM) education specialist
community?

° The education specialist series was targeted in the NAVEDTRACOM
through the 1989 Transitional Period Affirmative Action Program
Plan because of lack of women and minority representation.*

° Data indicates that only about one-quarter of NAVEDTRACOM education
specialists are women, approximately 4 percent are black, and other
minorities are represented within the community to an even lesser
extent.

. Underrepresentation is serious, particularly if we are not making
progress toward eliminating it, because it is illegal.

2. Who is responsible for improving hiring and promotion patterns for women
and minority education specialists? Are these responsibilities reflected in
the EEO goals of these people?

™ While the commanding officer of an organization is directly respon-
sible as the selecting official, managers and supervisors of educa-
tion specialists have the responsibility of the day-to-day activity
in this area. Civilian personnel offices have a support responsi-
bility which they should take seriously.

° Civilian managers and supervisors must prepare a merit pay EEO
objective which reflects command EEQO goals. Because the education
specialist series is a targeted one, it is appropriate for the
Merit Pay Review Board to examine the EEQ goals of supervisors of
education specialists, and they have been asked to do so.

. Military managers do not have specific EEQ objectives, although
their overall support of command EEO goals with regard to their
civilian subordinates is reflected in their fitness reports.

3. What problems do supervisors/managers encounter when making an effort
to improve the situation?

. System giving veteran's preference makes it difficult to hire women.
° Problems of their own making.

Unwillingness to "give system time to work" in hiring women
and minorities.

*Bullets contain information which may be useful in formulating answers to
quastions,
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Insufficient use of Civilian Personnel Offices' expertise in
hiring.

4. Are there strategies they could use to get around these problems?
. Strategies generally suggested will work to some extent; e.g.,

Restructuring positions to recruit at a lower grade level.
Recruiting targeted groups.

(Problem is that data have not been collected to indicate how
successful these strategies are.)

5. How does professional development fit into the picture?

. Purpose of professional development.

S Professional development should be equitably distributed according
to qualifications and needs.

. Properly selected and delivered professional development helps
people do their job better. This should make them better
competitors when they try to be promoted.

6. Will methods designed to improve the hiring, promoting, and provision
of professional development to women and minority education specialists be
useful in other career fields?

. Professional fields have many personnel issues in common;
strategies could be employed easily in many fields.

. Education specialist career field may be viewed as prototype; once
strategies have been employed and evaluated, successful ones
should receive broader implementation.

7. Do you foresee events or trends that may cause a lessening of emphasis
on EEQ for the Navy's civilian employees?

‘Question should be eliminated if CNET (Code OOA) thinks the answer is no.)
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DRAFT

From: Principal Civilian Advisor on Education and Training
To:

Subj: Merit Pay System Equal Employment Opportunity Objective
Ref: (a) CNET Interim Affirmative Action Plan of 1979
Encl: (1) CNET 1tr code 00 of 21 Jun 1982

1. Enclosure (1) strongly affirms the commitment of the Chief of Naval
Education and Training to the principles of Equal Employment Opportunity
(EEQ) policy set by the Department of the Navy, Department of Defense, and
the President of the United States. Merit Pay Objectives written by
NAVEDTRACOM managers and supervisors will, of course, reflect this commit-
ment.

2. Through reference (a) the Education Specialist career series was targeted
as meriting special EEQO attention because of severe underrepresentation of
women and minorities. Recent analysis of the profile of education specialists
by the Training Analysis and Evaluation Group (Technical Report 126, in pro-
gress) indicates that not much progress has been made since that time. I

find this to be discouraging.

3. Therefore, 1 am requesting that as you prepare your EEQ goal for 1984
that you give special consideration to incorporating into it improving under-
representation in the education specialist positions under your cognizance.

I would not ask that you lessen your affirmative action efforts on behalf of
other career fields to support education specialists, and I do not think

they are mutually exclusive actions. EEOQ strategies identified as successful
with one group nearly always will work with another. What I am encouraging
you to do is to use your education specialist positions as the "lead horse"
in an attempt to discover which strategies you can best use to support the
CNET command policy with regard to EEQ and affirmative action.
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CHIEF OF NAVAL EDUCATION AND TRAINING
NAVAL AIR STATION
PENSACOLA, FLORIDA 32508 21 June 1982

EQUAL EMPLOYMENT OPPORTUNITY POLICY
OF THE CHIEF OF NAVAL EDUCATION AND TRAINING

[ am firmly committed to the principles of the Equal Employment
Opportunity (EEQ) Policy set by the Department of the Navy, Department
of Defense, and the President of the United States.

My policy is to ensure that all employees and applicants for
employment within the Naval Education and Training Command (NAVEDTRACOM)
receive fair, equitable employment and promotion opportunity to rise
to as high a level of responsibility as their individual potential
allows regardless of race, color, sex, national origin, age, religion,
handicapping condition, or any other nonmerit consideration or individual
prejudice.

Each commanding officer, civilian personnel officer, equal employment
opportunity official, manager, supervisor, and employee of this command
will assume an active role in achieving this objective. All personnel
actions in the areas of recruitment, selection, promotion, training,
and awards must be made in consonance with this policy. In the case
nof physical or mental handicap, due regard must be given to the concept
of reasonable accommodation. The term “reasonable accommodation,"
when applied to the handicapped individual or disabled veteran, extends
beyond merely providing facility accessibility to include the restructur-
ing of tasks to accommodate available application abilities.

A successful affirmative action effort is also integral to my
nolicy. Rigid quotas for hiring and promotions are not desired, but
affirmative and realistic goal setting and attainment are required to
compensate for past inequity as determined by self-assessments and
program analysis. Affirmative action in this context in reality is a
restatement of maragement responsibility to remove invalid prejudices
and barriers for employment or promotion.

/s/
K. L. SHUGART

Distribution (CNETINST 5218.1, Case B):
Lists I through VII
SNDL FT74 (NROTCU's) (1)

Enclosure (1)
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ANNEX 3

DRAFT MEMORANDUM FOR THE MERIT PAY
REVIEW BOARD
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DRAFT
MEMORANDUM

From: OOA
To: Chairman, Merit Pay Review Board

Subj: Review of Merit Pay Objectives

1. As you probably know, the education specialist career field was one tar-
geted for special affirmative action through the 1980 Transitional AAP